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ABSTRACT 
 
South Africa is ranked 44th place out of 53 countries (IMD 2011). It would seem 
imperative for the South African Government and the private sector to pay close 
attention to studies of this nature that indicate the importance of certain factors on 
the motivation of employees. In essence this study could assist Government and the 
private sector in understanding the importance of different factors that influence 
motivation of employees and the profitability of organisations. Should organisations 
re-align their focus on motivation of employees by taking cognisance of the elements 
addressed in this study, it could have a positive effect on the productivity of individual 
firms as well as on national productivity. 
 
The purpose of this study was to establish which motivational factors have an effect 
on the motivation of employees that would affect their individual, the organisational 
performance and customer satisfaction. The study aimed at firstly identifying 
motivational factors that has an influence on organisational performance. Secondly, 
investigating the effect of employee performance on organisational performance and 
thirdly investigating the impact of employee performance on customer satisfaction. 
 
The primary objective of this study was to establish which motivational factors have 
an effect on the motivation of employees thus affecting their individual and 
organisational performance and customer satisfaction. 
 
The relationship between work motivation, performance and productivity is complex. 
Although work motivation seems to have a significant impact on performance and 
productivity, it is certainly not the only influencing factor (Fisher, Katz, Miller & 
Thatcher 2003:82). Research has indicated that besides motivation, productivity is 
influenced by a variety of factors which could include the employee’s ability, skills, 
training, and availability of resources, management practices and economic 
conditions. In the light of the above, this study endeavoured to establish which 
dominant motivational factors have an influence on employee, corporate 
performance and customer satisfaction.  
 
iii 
 
Different motivational factors including hygiene factors, such as attitude, job 
satisfaction, rewards, leadership styles and communication were discussed as well 
as their influence on employee and organisational performance 
 
Information was gathered through secondary research. The investigation also 
included an exploration of different research methodologies, methods of data 
collection and analysis for this specific study.  
 
The main empirical research findings indicated that there is a positive relationship 
between motivator factors and employee performance as well as between 
management communication and employee performance. It is recommended that a 
policy and control manual should be compiled and distributed to new employees as 
part of their induction programme. The policies should be updated annually to 
incorporate changes in the organisation and to indicate to employees that 
management is serious about creating positive relationships between employees 
and employers. 
There is also a positive relationship between employee performance and 
organisational performance. It is recommended that organisations implement 
employee performance management systems that link to organisational performance 
goals in order to be able to critically access the performance of the employee in 
relation to the broader goals and results of an organisation. 
The relationship between motivational factors and customer satisfaction should 
however be investigated further. There seems to be different views in the literature 
on whether customer satisfaction surveys (or other measurements) should be used 
to support this relationship. 
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CHAPTER ONE 
   INTRODUCTION TO THE STUDY 
 
1.1   INTRODUCTION 
 
Motivation is often related to the interaction between employees and employers. 
Furthermore; leadership styles can either have a negative or positive impact on 
the motivation of employees (Nelson 2010:1). Nelson (2010:1) added that “an 
employee’s motivation is a direct result of the sum of interactions with his or her 
manager.” If management is not aware of the factors that motivate their staff and 
the way employees perceive management in various ways, much of the time 
and effort spent on strategic planning in an organisation could become 
irrelevant. 
 
In the past employees were considered merely another input into the production 
of goods and services (Lindner 1998:3).  Lindner’s (1998:3) research findings 
showed that there is an improvement in the perception of employees regarding 
their participation in the organisation. Furthermore, it has been shown that 
employees are not only motivated by money and that employee behaviour is 
linked to their attitudes which are influenced by the working environment 
(Lindner 1998:3). According to Lindner (1998:2) the Hawthorn studies was the 
start of the human relationship approach to management whereby the needs 
and motivation of employees become the primary focus of managers. The 
understanding of what factors motivate employees has been the main focus of 
many researchers for many years after the Hawthorne Study results. 
 
1.2    PROBLEM STATEMENT 
 
The question is often asked why employees should be motivated. The answer 
seems simple. Hayes (2012:4) believed that employees are the driving force of 
the survival and endurance of the organisation. Furthermore, motivated 
employees are needed in the rapidly changing workplace as they can contribute 
to the organisation’s survival and increased productivity. In order to be efficient, 
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managers need to understand what motivates employees within the context of 
the roles they perform (Hayes 2012:4). This statement is shared by Frey and 
Osterloh (2002:1). According to Frey and Osterloh (2002:1), motivation of 
employees rank amongst the most complex of functions that managers must 
perform. Lindner, Frey and Osterloh (1998:2; 2002:1) argued that the difficulty in 
the task of motivation by managers is indeed true due to the fact that the factors 
that motivate employees change rapidly. Alternatively, Lindner (1998:2) also 
suggested that as employees’ income increases, money becomes less of a 
motivator, and as an employee gets older, interesting work becomes more of a 
motivator. Frey and Osterloh (2002:8) affirmed this by saying that pay should be 
linked to career levels in an organisation, and incentives should follow. 
 
However, according to Smit, Cronje, Brevis and Vrba (2007:354) there is also 
evidence that money (pay) influences people’s work performance. Mitchell and 
Mickel (1999:571) stated that the importance of pay varies amongst individuals, 
but it also satisfies various needs. Pay in this regard acts as a hygiene factor 
that relates to the fulfillment of lower order needs in both Maslow and 
Hertzberg’s theories. Smith et al. (2007:354) added that organisations in order to 
motivate employees, link a monetary reward, such as merit bonuses, in 
recognition of good performance. The equity theory suggests that pay is used by 
organisations as a measurement of fair treatment when compared to the 
organisation’s outputs. 
 
A lack of performance feedback and communication, according to Lindner 
(1998:3) poses a problem as all individuals according to Maslow would like at 
some stage to have a sense of belonging and have a need for self- actualisation. 
Feedback is required and desired by most employees.  
 
Furthermore, human beings should not be perceived as equipment and 
machinery. Their behaviour is never fixed and predetermined, but rather 
motivated. Grieve, Van Deventer and Mojapelo-Batka (2005:350) in this context, 
suggested that people are inherently motivated, stating that people have 
different reasons for behaving in different ways. They added that the human 
workforce is however, part of the production capacity of the organisation and 
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therefore, should be balanced against their productivity outcomes. Furthermore, 
people’s level of productivity has a direct link to their motivation. Motivation is 
however, not only important to obtain high levels of productivity in a firm but also 
for psychological reasons. Motivated workers will have higher levels of self-
esteem, and they will experience higher degrees of self-actualisation (Grieve et 
al. 2005:350). 
 
The relationship between work motivation, performance and productivity is 
complex (Fisher, Katz, Miller & Thatcher 2003:82). Although work motivation 
seems to have a significant impact on performance and productivity, it is 
certainly not the only influencing factor (Fisher et al. 2003:82). Research has 
indicated that besides motivation, productivity is influenced by a variety of 
components which include the employee’s ability, skills, training, and availability 
of resources, management practices and economic conditions. In the light of the 
above, this study will establish which dominant motivational factors have an 
influence on employee performance, organisational performance and customer 
satisfaction.  
 
1.3 THE IMPORTANCE OF MOTIVATION IN THE WORKPLACE 
 
Fisher et al. (2003:101) claimed that motivation and satisfaction are closely 
linked. Furthermore, employee satisfaction stems from employees feeling good 
about themselves, their work and their contribution to the organisation. Fisher et 
al. (2003: 101) added that managers should at all times consider this principle 
and create and maintain a working environment that will help to satisfy employee 
needs, wants and desires. Consequently, a working environment that helps to 
satisfy employees needs and wants will motivate employees to perform at an 
optimal level, which leads to employee productivity. According to the authors 
employee productivity can be defined as an employee’s output divided by his or 
her input. Productivity according to Webfinance (2012:1) can be defined as the 
amount of output per unit of input (labour, equipment, and capital). There are 
many different ways of measuring productivity. For example, in a factory 
productivity might be measured based on the number of hours it takes to 
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produce a product, while in the service sector productivity might be measured 
based on the revenue generated by an employee divided by his/her salary. 
 
The main input in this productivity equation is employee effort and motivation. 
Thus, it can be concluded that an ostensible link between employee motivation 
and productivity exists. This link between employee and productivity, 
emphasises the fact that increasing employee motivation should result in 
employees performing at a higher level which should increase employee 
productivity in the workplace. Therefore, in order to create and maintain a skilled 
and productive workforce, which is essential for sustainable economic growth 
and profitable organisations in South Africa, managers need to focus on 
employee motivation (Fisher et al. 2003:101). Byrne (2001:44)stated that 
companies that understand the need to find new ways to motivate employees 
will have more success in implementing knowledge-sharing systems and 
retaining staff. Conversely, failure to motivate employees might result in 
organisations not only forfeiting profitable opportunities, but also giving 
employees a reason to leave the organisation. Consequently, these companies 
could experience high labour turnover, which, however, proved to be costly.  
 
1.3.1 An overview of motivation theories 
 
Motivation as a concept can be difficult to understand and has therefore become 
the topic of numerous research projects. According to Hair, Anderson, Metha 
and Babin (2010:324) motivation theories can be classified into content and 
process theories. Furthermore, content theories are a group of theories that 
emphasise the needs and wants that motivate employees, whereas process 
theories describe how employees select behaviour with which to meet their 
needs, wants and desires and evaluate whether their choices were successful.  
 
Levinson (1986:13) added that it is important for people in a leadership role to 
understand how employees are motivated and what should be done by a leader 
to keep them motivated. Appelbaum, St-Pierre and Glavas (1998:295) 
suggested that leaders should do more than merely connect with employees. 
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Leaders should connect to the minds of employees, find simple words that would 
calm anxiety in the workplace and instill courage to maintain trust within an 
organisation. Levinson (1986:7) claimed that to motivate people successfully, 
management should focus on meeting both the individual and organisational 
requirements. Furthermore, Levinson (1986:10) stated that when assumptions 
are made about individual motivation and the resultant pressure based on these 
assumptions, the fact that people work to meet their own psychological needs is 
ignored. In Heathfield’s opinion (2012:1), people work for different reasons. 
Some work for personal fulfilment, others to accomplish goals and experience 
the feeling that they contribute to something larger and more important than 
themselves, whilst others feel they can accomplish personal missions through 
meaningful work. Motivation theories break down these forces into internal or 
intrinsic motivation and external or extrinsic motivation.  
 
According to Chapman (2009a), McClelland pioneered workplace motivational 
thinking, developed the achievement-based motivational theory and models, and 
promoted improvements in employee assessment methods. McClelland (as 
cited in Chapman 2009a: Kleinbeck, Quast, Thierry & Häcker, 1990:3) also 
advocates competency-based assessments and tests, arguing that they are 
better than traditional IQ and personality-based tests. 
 
David McClelland is most noted for describing three types of motivational needs, 
namely: the need for achievement, the need for authority and power, and the 
need for affiliation (Kleinbeck, Thierry, Quast & Haet al.1990:3). The needs-
based motivational model of McClelland shows that these needs are found in 
varying degrees in all managers and workers, and that the mix of motivational 
needs characterises a person’s or manager’s style and behaviour, both in terms 
of being motivated, and in the management and motivation of others (Chapman 
2009a). 
 
Carson (2005:450) noted that McGregor maintained that there are two 
fundamental approaches to managing people, namely: theory X and theory Y. 
Managers that make theory X assumptions believe that employees generally 
attempt to avoid work because they dislike work, they avoid responsibility, lack 
5 
 
ambition and need direction. Managers that make theory Y assumptions believe 
that employees generally do not dislike their work, seek responsibility in 
organisations and have self-motivation (Carson 2005:450).  According to 
Chapman (2009b) many managers tend towards theory X, and generally get 
poor results. Enlightened managers use theory Y, which produces better 
performance and results and allows people to grow and develop.  
 
Some researchers believe that, the most noticeable aspects of McGregor’s 
theory X and theory Y are found in the behaviours of autocratic managers and 
organisations, which use autocratic management styles. According to Chapman 
(2009c), characteristics of a Theory X manager would include: intolerance, 
issuing deadlines and ultimatums, being aloof and arrogant, having a short 
temper, giving threats to make people work, demanding, being unconcerned for 
staff welfare, being a poor listener, not praising workers, thinking that giving 
orders is delegating, and being unhappy. 
 
Hertzberg was the first to show that satisfaction and dissatisfaction at work 
nearly always arose from different factors, and was not simply opposing 
reactions to the same factors, as had always been believed. Jones and Lloyd 
(2005:932) indicated that Hertzberg’s theory discussed two factors that influence 
motivation at work. Factors that demotivate employees when they are 
inappropriate by referred to as hygiene factors and motivators that would 
motivate employees in their work environment; hence, the reason for the 
suggestions by Levinson (1986:10) based on Herzberg’s findings, that people 
are most deeply motivated by work that stretches and excites them while also 
advancing organisational goals. Furthermore, Levinson (Levinson 1986:10) was 
essentially concerned with people’s well-being at work and was striving to bring 
more humanity and caring into the workplace.   
 
Chapman (2009c) further added that poorly managed organisations fail to 
understand that people are not motivated by addressing hygiene needs. 
Therefore, according to this theory people are only truly motivated by real 
motivators such as achievement, advancement, and developments.  
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Maslow formulated a hierarchy of needs in which levels of motives are specified 
and this approach implies that the order of development is fixed, that is, one 
level must be attained before the next, and higher level is achieved (Cant, Brink 
& Brijball 2006:133). Cant et al. (2006) further stated that marketers specifically 
should adopt this approach to motivation as it indirectly specifies certain types of 
product benefits that people might be looking for, depending on the different 
stages in their development.  
 
The Expectancy theory of Vroom (1964) proposes that individuals consider the 
consequences of personal actions in choosing different alternatives to satisfy 
their needs (Hair, et al. 2010:326). Furthermore, motivation to perform, is a 
rationally determined, carefully considered process, and a key feature to the 
appeal of the theory.  Hair et al. (2010:84) added that according to the 
expectancy theory, motivation (or effort) is a function of three elements, namely, 
expectancy, instrumentality, and attractiveness of rewards.  Snead and Harrel 
(1994:499) commented that the expectancy theory of Vroom (1964)  intended to 
explain how choices between alternative bahaviours are made by individuals. 
 
1.3.2  The impact of motivation in the workplace 
 
Hair et al. (2010:323) defined rewards as psychological or behavioural in nature 
which seeks to influence and satisfy internally experienced desires. These 
include: extrinsic, intrinsic, financial and non-monetary rewards. 
 
Extrinsic rewards refer to something desirable given in return for what somebody 
has done or offered. Rewards that come from the organisation, usually from 
higher management are mostly financial in nature with examples  such as, 
salary, commissions, fringe benefits, perks, formal recognition, job promotions, 
employee stock ownership plans, profit sharing and team-based 
compensation(Hair et al. 2010:330). Compensation plans and packages 
constitute the most important way to remunerate employees. Employees 
behaviour are driven by perceived benefits and values of their actions in 
organisations, thus they will aim to receive reciprocal benefits and rewards. 
These rewards can both be monetary in nature, e.g. salaries or bonuses or non-
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monetary rewards such as promotions and job security (Lin 2007:138).Lin 
(2007:138) added that intrinsic motivation mainly refers to employees engaging 
in activities for their own sake, out of pleasure or interest and deriving 
satisfaction from the experience. 
 
Hair et al. (2010:333) agreed with Lin by stating that intrinsic rewards come from 
within the person and include feelings of accomplishment, personal growth, 
development, enhanced self-esteem and personal worth and recognition. Whilst 
many managers believed that monetary rewards were most valued, this notion is 
no longer shared by all, but rather, some argue, that non-financial incentives and 
intrinsic rewards such as recognition, are critical in drawing high levels of 
performance (Hair et al. 2010:333). By giving sales people symbolic motivators, 
such as plagues, rings, and membership into elite clubs, managers can instill a 
certain level of pride that a paycheck is unlikely to accomplish. Hair et al. 
(2010:333) added that money and other incentives are soon spent or consumed 
yet public recognition acts as a constant reminder of the employee’s 
accomplishment.  
 
According to Smit et al. (2007:350) the expectancy theory maintains that money 
is a good motivator if employees perceive that good performance results in 
monetary rewards, that they value highly, whilst the reinforcement theory 
suggests that money is a reward to reinforce behaviour that leads to a positive 
job performance (Smit et al. 2007:354).  However, Hair et al. (2010:332) 
suggested that monetary rewards are more important and a strong motivator for 
people under thirty-five years of age than for older people. 
 
Management theories often downplay the role of money as a motivator. Instead, 
they place more emphasis on the importance of factors such as challenging 
jobs, recognition for achievement, and the opportunities for personal growth and 
creativity in the workplace (Smit et al. 2007:353). Moreover, researchers of 
human behaviour agree that these factors do satisfy the higher order needs of 
people in the workplace.  
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According to Drake, Wong and Salter (2007:72) organisations should have a 
balanced reward system based on the assumption that different people have 
different needs, which they satisfy in different ways. This is especially true in the 
South African context where the work force is hugely diverse, and the reward 
system should make provision for intrinsic and extrinsic rewards. 
 
According to research done by Wilson (2010:6) rewards are typically given to 
increase the probability of a response; they can increase or decrease the 
probability of an event occurring, depending on the saliency and direction of the 
controlling and informational aspects of the reward. Non-monetary rewards can 
be in the form of verbal rewards (for example, telling someone “good job”), 
physical rewards (for example, patting someone on the back) or tangible 
rewards (for example, giving someone food, medallions, trips etc.). Wilson 
(2010:7) postulated that there are five basic types of rewards that can be 
identified: task non-contingent rewards, engagement contingent rewards, 
completion contingent rewards, performance contingent rewards and 
unexpected rewards. 
 
1.4     EMPLOYEE AND ORGANISATIONAL  PERFORMANCE 
 
Managing employee performance effectively has never been more critical than 
in today’s dynamic business environment. Waggoner, Neely and Kennerley 
(1999:53) claimed that globalisation created both challenges and opportunities 
for innovative organisations, forcing them to make dramatic improvements in 
their businesses not only to survive, but to also make them more competitive. 
Skerlavaj and Dimovski (2006:9) agreed with this statement and added that the 
business environment is characterised by the increased importance of 
customers, employees and society in general. Waggoner et al. (1999:54) further 
noted that financial performance of any organisation is not enough to guide an 
organisation to market dominance. Non-financial performance indicators such as 
customer service and satisfaction, product quality and employee performance 
should be monitored and improved upon constantly. Managers need to 
consistently monitor team performance and provide meaningful feedback to their 
subordinates in order to drive increased productivity. According to Waggoner et 
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al. (1999:54) visibility to employee accomplishments and areas of weakness 
should be used by managers to provide coaching and guidance to subordinates. 
 
McNamara (2010:1) defined performance as the act of performing or of doing 
something, using knowledge as distinguished from merely possessing it, and 
any recognised accomplishment. Thus performance can refer to either the end 
(results) or the means (actions) that produces the end. End performance such 
as profit is necessarily historic in nature because it occurs before the reporting 
stage. McNamara (2010:1) further argued that means performance such as the 
production rate describes the current processes at the time of reporting. End 
performance is, in effect, a later indication of the success or otherwise of earlier 
means performance. 
 
Kang (2007:91) argued that organisational training activities are recognised as 
being able to become sources of competitive advantage through their impact on 
the employees’ productivity and their contributions to business objectives. 
However, the author added that training alone is not the answer to sustained 
competitive advantage for companies. If training is to be connected with 
individual and organisational performance, employees need to be motivated and 
the continuous drive of development activities by individuals can be a key aspect 
in attaining effectiveness in organisations.  
 
Hatch and Dyer (2004:1156) argued that a motivated, energised, trained and 
capable work force can lead to the major sustainable competitive advantage of 
an organisation.  Whilst others might argue that leading edge technology and 
similar factors such as strong brand recognition are also competitive 
advantages, Hatch and Dyer (2004:1156) suggested that it is the employees 
who develop these advantages, and without these people none of the 
organisation’s other advantages would even exist.  
 
Organisations should generate higher profits when employees start asking for 
feedback and deal well with criticism; moreover, once people begin to know how 
they are doing relative to management’s priorities, their work becomes better 
aligned with organisational goals (Jackman & Strober 2005:30). In addition, 
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workers should begin to establish a pleasant environment in which feedback can 
be honest and open, in turn improving performance throughout the organisation. 
 
The performance appraisal systems that underpin management by objectives 
(MBO) fail to take into account the deeper emotional components of motivation. 
Instead, managers can be forced to commit to unrealistic goals (Levinson 
2005:2). Whilst superiors may express feelings of discomfort in rating people on 
performance and generally execute this task poorly, the individual’s desires can 
be overlooked in terms of performance measurement systems.  
 
Traditionally, according to Neely (2007:12-13) organisational performance 
measurement has been done by means of quantitative approaches to 
organisational performance measurements. However, over the past two 
decades, a great deal of attention was given to the development of non-financial 
instruments to measure performance. These instruments can be used to 
motivate employees and report on the performance of business. The following 
appear to be the three major reasons for the use of financial performance 
measures (Neely 2007:12-13): 
 
• It serves as a financial management tool focusing on financial specialisation 
and financial management. This also includes the efficient provision and use 
of financial resources to support the broader aims of the organisation and to 
manage the financial function effectively and efficiently. 
• It serves as a major objective of a business organisation in measuring the 
financial performance in terms of profit and return on investment. 
• It serves as a mechanism for motivation and control within the organisation.  
 
Neely (2007:48) postulated that customer loyalty is more important than 
customer satisfaction as a measurement attribute of performance for an 
organisation. Similarly, the proponents of loyalty maintain that it is not whether 
customers are satisfied that affects the cash flow, but rather whether they will 
remain customers of the firm over time (Neely 2007:40). 
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In this study the following motivational factors, indicated in Table 1.1, that influence customer satisfaction, employee and corporate 
performance will be discussed. 
Table 1.1: Motivational factors influencing customer satisfaction, employee and corporate performance. 
Variables  Attribute 
Hygiene factors 
Herzberg termed the sources of work dissatisfaction as “hygiene factors”. 
 These factors include job content, including salary, interpersonal relations 
(supervisor and subordinates) organisation policy, status and job security. 
If the organisation provides adequately for hygiene factors there will be no 
dissatisfaction, however, if they are not in place it will cause dissatisfaction 
(Smit et al. 2007:343). 
 
According to Chapman (2009c) the attributes of the hygiene factors within a successful organisation 
include: 
• policies  - companies should have proper policies in place; 
• work conditions - favourable work conditions would lead to more satisfaction in the workplace; 
• salary - combination of straight salary or salary and incentive plans would motivate certain 
employees more; 
• organisation car - part of fringe benefits that employees get as motivational perks; 
• security -  job security in the sense that they are certain of a job in uncertain times; and 
• relationship with supervisor - good relationships with supervisors often lead to positive attitudes 
towards the work environment in totality. 
 
Job satisfaction 
According to Weiss (2002:174) job satisfaction is defined as positive 
emotional response to the job situation resulting from attaining what 
employees want from a job. 
 
Weiss (2002:124) identified the following attributes of job satisfaction: 
• positive emotional response to job situation; 
• remuneration regarded as being fair; 
• work is interesting; 
• supervisor is supportive; 
• promotion opportunities are regarded as good; and 
• co-workers are friendly. 
Buchanan (2006:1) added the following: 
• personal feeling of achievement; and 
• personal performance success. 
Rewards 
Rewards can be defined as something that increases the frequency of an 
employee’s action. This definition points to obvious desired outcomes of 
rewards and recognition to improve performance (Zigon1998). 
Financial rewards: The concept that returns or yields from investments 
are proportional to risk (Zigon 1998). 
Incentive plans: A scheme to support and reinforce desirable behaviour, 
such as the wage rate that increases with the productivity of the worker 
(Zigon1998). 
 
Judge, Thoresen, Bono and Patton (2001:377) suggested a contingency 
between pay and performance, and intrinsic rewards moderate the 
performance-satisfaction relationship in such a way that jobs in which 
rewards are contingent on performance are more satisfying than weaker-
rewards contingency. 
 
The attributes which were identified in this study include: 
• financial rewards; 
• incentive plans; 
• recognition of performance; 
• intrinsic rewards;  
• extrinsic rewards;  
• job enrichment; and 
• promotions. 
Leadership style 
A person can be a manager, a leader, both, or neither. For success in an 
increasingly complex business environment it is necessary to be both. 
Management is about coping with the complexity of practices and 
procedures to make organisations, especially large ones, work. Leadership 
on the other hand, is about setting the direction of the organisation and 
coping with change (Smith et al. 2007:277). 
 
 
The primary leadership dimension as described by Grove (2005:61) has the following six attributes:  
• charismatic/inspirational;  
• dynamic;  
• encouraging;  
• motivating; and 
• confidence building. 
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Communication   
Managerial communication occurs in three forms, namely intra-personal, 
interpersonal and organisational communication. In intra-personal 
communication managers receive, process and transmit information. In 
interpersonal communication, messages are transmitted directly between 
two or more people, on a person-to person basis. In organisational 
communication, information is transferred between organisations or 
between different departments within an organisation (Smith et 
al.2007:365). 
 
 
Smit et al. (2007:277) declared that communication barriers can prevent understanding. Typical 
communication barriers would be : 
• intra-personal factors: perception, different languages; 
• interpersonal factors: trust in the organisation and organisational climate; 
• structural factors: A person’s status in the organisation, group size; and 
• technological factors: different methods of communication. 
 
 
Employee performance 
Effective management of employee performance is necessary to monitor 
team performance and provide meaningful feedback to their subordinates 
(London 2003:2). In order for employee performance to be successful, 
ongoing meaningful feedback between managers and sub-ordinates 
should occur. 
 
 
London (2003:52)  included the following  attributes for employee performance:      awareness of 
progress; 
• awareness of expectations; 
• evolvement of contributions; 
• visibility of employee accomplishments; 
• awareness of areas of weakness; 
• guidance given to subordinates; 
• ongoing meaningful feedback; 
• ongoing performance management; 
• performance tied in to bottom line business results; 
• fair and equitable employee performance; 
• framework for coaching; 
• integrated with goal-setting; and 
• compensation planning. 
 
14 
 
Corporate performance 
Performance management applies to organisations too and includes 
recurring activities to establish goals, monitor progress towards these 
goals and make adjustments to achieve organisational goals more 
effectively and efficiently (McNamara  2010:1). 
 
The research of Wilson (2010) identified eight attributes typically present in corporate teams with 
high corporate performance levels. These include the following : 
• participative leadership;  
• shared responsibility;  
• alignment to the purpose;  
• high levels of communication; 
• future focused; 
• task focused; and 
• creative talents and rapid response. 
• Customer Satisfaction 
Customer satisfaction is the result of interaction between customer’s pre-
purchase expectation and post- purchase evaluations (Baldinger  & 
Rubinson 1996:22; Reeder 2012:1). 
 
Anderson, Rubinsky and Mehta (2007:301-304) identified eight factors of customer loyalty that 
appear to drive customer loyalty 
• customisation; 
• contact interactivity; 
• cultivation; 
• care; 
• community; 
• choice; 
• convenience and 
• character. 
 
(Source: Researcher’s own construct). 
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1.5  DEFINITIONS AND CLARIFICATION OF CONCEPTS 
 
• Motivation 
Motivation has been defined as the psychological process and internal drive that 
gives behaviour purpose and direction and to gratify unmet needs (Lindner 
1998:2). Alternatively, motivation is perceived as a state of readiness or 
eagerness to change, which may vary from one situation to another with the 
purpose of encouraging people to work willingly (DePanfilis & Chundaye 2000:1; 
Rourke 2007:1). Motivation, for this study is operationally defined as the inner 
force that drives individuals to accomplish personal and organisational goals 
(Lindner 1998:6). 
 
In addition, Lindner (1998:4) stated that motivation can be described as 
engaging in activities that enhance or maintain a person’s self-image or concept 
of oneself. 
  
Money-zine (2010:1) stated that motivation is simply what people will do without 
external influences. The authors also argued that selfmotivation or intrinsic 
motivation activities are those in which people will partake in for no reward other 
than the enjoyment that these activities bring. 
 
Hair et al. (2010:26) postulated that motivation is a set of dynamic interpersonal 
processes that cause the initiation, direction, intensity and persistence of work-
related behaviours of subordinate people towards the attainment of 
organisational goals and objectives. 
 
• Performance management 
During the past five years international interest in performance management has 
grown significantly. According to Neely (2007:2) it is clear that in other regions of 
the world, most notably the Middle East and Asia, they are now just as 
interested in performance management as it is practicedin the Western 
economies. Across the world, Governments are requiring public services to 
develop and deploy more sophisticated performance measurement and 
management systems (Neely 2007:2). 
 
McNamara (2010:2) stated that performance management includes activities to 
ensure that goals are consistently being met in an effective and efficient manner. 
Furthermore, performance management can focus on performance of the 
organisation, departmental processes to build a product or service or the 
employees. 
 
• Organisational performance  
The word performance is widely used in the field of management and terms 
such as, performance management, measurement, evaluation and appraisal are 
often used. Despite the frequent use of these words, precise definitions are 
rarely explicitly defined (Neely 2007:126). 
 
According to McNamara (2010:2) organisational performance refers to the 
effectiveness of the organisation in fulfilling its purpose. Some organisations aim 
to trade successfully in order to return financial benefits to shareholders, while 
others have non – financial objectives (for instance, service to the community). 
Furthermore, for some organisations, the activity generated the finance, while for 
others the finance allows the activity. Burke and Litwin (1992:533) defined 
employee and organisational performance as the outcome of results of an 
organisation as well as an indicator of the effort and achievement of employees 
such as productivity, customer satisfaction, profit and quality of products. 
 
• Employee performance  
Companies that use employee performance models have the advantage of 
refining employee development and encouraging employees by helping them to 
understand how their contributions matter to the success of their organisation. 
Performance review and future planning practice is an ideal opportunity for 
discussions between employee and employer regarding the needs of the 
organisation and the individual. The goal of the process is to enable better 
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business and individual results when measuring an employee against a set of 
previously agreed upon outcomes for a specific period (Northcutt 2009:1). 
 
• Financial performance 
Financial performance can be described as any representation, including any 
oral, written or visual representation that states a specific level or range of actual 
or potential sales, income, gross profits or net profits (Schnell 2012:1). 
 
• Financial rewards 
In reality, despite the views of Hertzberg that monetary methods of motivation 
have little value, firms still use money as a major incentive. A number of the 
payment systems that businesses could use to motivate employees include: 
wages and salaries, piece rate, fringe benefits, performance related pay, profit 
sharing and share ownership (Bryson & Forth 2006:5). 
 
• Customer satisfaction 
Baldinger and Rubinson (1996:22) defined customer satisfaction as a post 
purchase evaluation of a service offering. According to them customer 
satisfaction is the result of interaction between the customer’s pre-purchase 
expectations and post-purchase evaluations. In other words, customer 
satisfaction depends on the product’s perceived performance relative to a 
buyer’s expectations. Satisfied customers lead to favourable firm and employee 
results (Anderson, Dubinsky & Mehta 2007:297). Keeping satisfied customers is 
a lot cheaper than finding new ones. Studies have shown that it is five or six 
times more costly to attract new customers than to keep current ones. According 
to research done by the Boston Consultancy Group, selling to a customer via the 
Web costs US$7, compared to the US$34 it costs to win a new customer 
(Anderson et al. 2007:298). Experts such as Brown and Peterson (1994:70) 
contended that customer satisfaction is the major reason for an organisation’s 
existence. Without such satisfaction, the rest of the organisation’s goals and 
efforts will be compromised, at least in the long run. Therefore, professional 
salespeople should be constantly vigilant about keeping their customers 
satisfied. Several reasons exist for keeping profitable customers satisfied; these 
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include organisation profits, the impact on the organisation, and the morale of 
the salespeople and other organisation employees (Anderson et al. 2007:299). 
 
• Communication 
According to Smit et al. (2007:363) communication can be described as the 
process of transmitting information and meaning. This process is used when 
there is something that the sender wants the receiver to know, understand and 
act upon (Smit et al. 2007:363).  Top management (sender) for example, may 
want to convey to middle management (receiver) the new strategy for the next 
year or a trade union (sender) may initiate negotiations with top management 
(receiver) regarding salary increases.  
 
Smit et al. (2007:364) confirmed that in South Africa many workers are illiterate 
and therefore don’t understand the written communication messages, such as 
information letters on notice boards, newsletters and e-mails. A way of 
overcoming this problem can be if management uses communication methods 
such as videos and illustrations. This however poses another problem as there 
is a financial cost involved (Smit et al. 2007:364). 
 
A manager that wishes to explain the goals of the organisation to an employee 
can make use of various channels, namely oral, non- verbal or written. The 
message can be conveyed on a one-on-one basis or in a group context (Smit et 
al. 2007:364).  However, noise can be experienced during the course of the 
communication process and can happen any time in the workplace and this can 
be a setback (Smit et al. 2007:365). If for example, the subject experiences any 
discomfort, such as stress, exhaustion, a dislike for the manager, or even 
hunger, this internal noise may disturb or confuse the message; whilst, external 
noise, for example, can be a phone ringing, a noisy air conditioner or an 
unhappy co-worker.  
 
• Leadership 
Winston and Patterson (2006:8) found in their literature study that in 2003, more 
than 1000 statements tried to define leadership. They concluded their study by 
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having an integrative definition of leadership: “A leader is one or more people 
who selects, equips, trains, and influences one or more follower(s) who have 
diverse gifts, abilities, and skills and focuses the follower(s) to the organisation’s 
mission and objectives causing the follower(s) to willingly and enthusiastically 
expend spiritual, emotional, and physical energy in a concerted coordinated 
effort to achieve the organisational mission and objective”. 
 
Furthermore, in the context of sales management, for example, leadership can 
be defined as the interpersonal process of communicating, inspiring, guiding, 
and influencing salespeople toward attaining organisational objectives, goals 
and values. There are six important elements of leadership namely, 
interpersonal, influences, guidance, inspiration, ethical and moral values (Hair et 
al. 2010:284). In addition, the source of the influence can be formal, for instance, 
the provision of a managerial post in an organisation which can be related to a 
formally designated authority. 
 
The earliest leadership research, often referred to as the Great Man 
Perspective, concluded that leaders are born and not made (Hair et al. 
2010:287). Personal traits such as: confidence, honesty, integrity, ambition, 
creativity, job-relevant knowledge, initiative, intelligence and ambition can be 
synonymous to this leadership style. The traits theory has been widely criticised 
because few studies have examined the same traits and it does not take 
situational context of leadership into account. Furthermore, another weakness of 
this theory is that it seldom distinguishes which traits are of more or least 
importance (Hair et al. 2010:288). 
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1.6    RESEARCH OBJECTIVES 
 
The research objectives for this study include primary and secondary objectives: 
 
1.6.1 Primary objective 
The primary objective of this study is to establish which motivational factors have 
an effect on the motivation of employees thus affecting their individual and 
organisational performance and customer satisfaction.  
 
1.6.2 Secondary objectives 
The following research objectives were identified: 
• To investigate which research methodologies and data collection methods 
and analysis would be most appropriate for this specific study; 
• To do an in-depth study of relevant secondary sources available that deal 
with motivational factors as well as individual and corporate performances; 
• To source primary data to gauge the opinions of employees and employers 
on the various factors that affect the relations with one another; 
• To analyse the data and the potential perceptional gaps between employee 
and employer regarding views that each other would have on various 
aspects; 
• To empirically test the hypotheses as stated in section 1.6.4 of this chapter; 
• To identify motivational factors that impact or influence organisational 
performance; 
• To investigate the impact of employee performance on organisational 
performance; and 
• To investigate the impact of employee performance on customer satisfaction. 
 
1.6.3 Research questions  
 
Given the background of the study and the stated research objectives, a number 
of research questions have been identified: 
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• What would be the impact of the independent variables (different motivational 
factors) on the dependent variables (individual performance and 
organisational performance and customer satisfaction)? 
• Are there any gaps that can be identified between the way in which 
management and employees view each other? 
• Does the size of the firm (the object of the research) have an effect on the 
factors that influence individual and organisational performance? 
 
1.6.4   Research Hypotheses 
 
According to Cant (2005:44) a hypothesis is an unproven statement or 
proposition about a factor or phenomenon that is of interest to the researcher. 
The statement is about the relationship between the dependent and independent 
variable. Wiid and Diggines (2009:49) defined a hypothesis as a tentative 
solution, or a provisionally accepted statement of the fundamental marketing 
problem or opportunity, which defines the area of research and indicates the 
direction of the research. The Null hypothesis (Ho) is a statement that says that 
there is no difference between the parameter and the statistic it is compared to 
(Wiid & Diggines 2009:246). Cant (2005:44) stated that the alternative 
hypothesis (H1) specifies for the population a set of values that is not specified 
by the null hypothesis and that is important to the specific problem. 
 
The first set of hypotheses for this study: The relationship between 
motivational factors and employee performance, include: 
 
Ha1: There is a relationship between hygiene factors and employee 
performance. 
Ha2: There is a relationship between job satisfaction and employee 
performance. 
Ha3 There is a relationship between self-actualisation and employee 
performance. 
Ha4: There is a relationship between rewards and employee performance. 
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Ha5: There is a relationship between communication and employee 
performance. 
Ha6: There is a relationship between leadership style and employee 
performance. 
 
The second set of hypotheses for this study: The relationships between 
the intervening variable and outcomes include: 
 
Ha7: There is a relationship between employee performance and 
organisational performance 
 
Ha8: There is a relationship between employee performance and customer 
satisfaction. 
The Third set of hypotheses for this study: The relationships between the 
independent variables and dependent variables include: 
 
Ha9: There is a relationship between motivational factors and organisational 
performance.  
 
Ha10: There is a relationship between motivational factors and customer 
satisfaction. 
  
1.7    PROPOSED CONCEPTUAL MODEL 
 
The initial literature studies revealed a number of motivational factors that could 
potentially influence individual and organisational performance. Based on these 
variables the theoretical model in Figure 1 was developed. 
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Figure 1.1: Proposed theoretical model: motivational factors influencing 
employee performance. 
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1.8   RESEARCH DESIGN AND METHODOLOGY 
 
The study aims to identify the major motivational factors that contribute to an 
individual and organisation’s performance and customer satisfaction. 
 
1.8.1 Secondary research 
 
A comprehensive literature search was conducted to identify what information 
regarding the specific topic is already available. International and national data 
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Rewards 
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Job satisfaction 
 
Communication 
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Employee performance 
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performance 
Customer 
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searches were done at the Nelson Mandela Metropolitan University (NMMU) 
library. 
 
Additional data was obtained from other national libraries and inter-loan facilities 
of the NMMU Port Elizabeth campus. Additional secondary data sources were 
also used. 
 
1.8.2  Primary research 
 
Secondary research was used to build a comprehensive theoretical model 
identifying the different motivational factors that will influence individual and 
corporate performance.  
 
The development of a theoretical framework involved the setting up of 
interrelated constructs or variables. In this study the motivational factors, 
definitions and propositions that present a systematic view of phenomena by 
specifying the relationships amongst variables are discussed with the purpose of 
explaining the natural phenomena (Collins & Hussey 2003:122). A theoretical 
framework can thus be seen as a collection of theories and models from the 
literature which underpins appositive research. 
 
• Sampling  
 
A sample is made up of some of the members of a population, whilst a 
population may refer to a body of people or any collection of items under 
consideration for the research. Therefore, a sampling frame is a list or portion of 
the population from which the sample is drawn (Collins & Hussey 2003:155). 
 
The population of this research includes all the businesses within the 
Municipality of George that are part of the Business Chamber of George, and 
amounted to 213 business enterprises.  
 
The sample for this research study comprises three organisations from the 
population described above that fitted the following criteria: 
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• Small organisations: Between one and nineteen employees. 
• Medium organisations: Between nineteen and forty nine employees. 
• Large organisations: Fifty employees and more. 
 
The probability sampling method was used in this study. Probability sampling 
refers to the method where each sampling unit in the defined target population 
has a known, non-zero probability of being selected for the sample (Wiid & 
Diggines 2009:199). In this study all the companies that are members of the 
Business Chamber of George had an equal chance of being selected. The 
companies were divided into the three categories and then a random 
organisation was chosen from each of the categories. 
 
• Data collection  
 
A quantitative research was undertaken as the researcher quantified the data by 
applying various forms of statistical analyses.  
 
Questionnaires were used for the data collection. All questionnaires were 
anonymous. Mostly closed ended questions with Likert scales were used. Each 
section incorporated some control questions to assess whether the respondents 
really understood the questions. 
 
• Data analysis 
 
The causal effect between two variables can be determined by calculating the 
strength between the variables (Wiid & Diggines 2009:56). Statistical analyses 
were used to analyse the data. A measure of location or central tendency is a 
convenient way of describing a large frequency distribution by means of a single 
value. An important statistical method that was used in this study was Pearson’s 
product moment correlation coefficient (r); a technique that gives a measure of 
strength of association between two variables. Pearson’s correlation is so 
frequently used that it is often assumed that the word correlation in itself refers 
to it, other kinds of correlation, such as Spearman’s have to be specified by 
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name (Wiid & Diggines 2009: 249). Multiple regression analyses were done to 
assess the hypothesised relationships depicted in the modified conceptual 
model (Figure 1.1). In this study the researcher also had to measure the 
significance of the relationships. Significance as described by Wiid and Diggines 
(2009:245) refers to the statistical term that indicates how sure the author is that 
a difference or relationship between the dependent and independent variable 
exists. Significance is expressed as a percentage level. 
 
1.9  THE SCOPE AND CONTRIBUTION OF THE STUDY 
 
The major question that needed to be answered in this study was what impact 
the factors of motivation have on employee performance in order for corporate 
performance and customer satisfaction to increase. There are many research 
findings on customer satisfaction, performance and motivation, and theories that 
this study will draw from, however, little research has been done in respect of 
real motivational factors that directly relate to corporate performance and 
customer satisfaction. 
 
Additional background information was provided on employee performance and 
its impact on corporate performance and customer satisfaction. The purpose 
was to measure the motivational factors that contribute to individual performance 
which in turn can influence corporate performance and customer satisfaction. 
Once these contributions are known it would be easier to assess factors that are 
used to measure corporate performance and customer satisfaction by 
organisations. Should the research findings shed some light on what 
motivational factors are more important than other factors, the study will add to 
the credibility and reliability of the corporate performance and customer 
satisfaction measurement tool(s) used by management. 
 
 
1.10   EARLIER RESEARCH  
 
Theories such as the Affect Infusion Model (AIM) proposed by Forgas, Williams 
and Laham (2005:172) maintained that the nature and extent of affect infusion 
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depended largely on what kind of processing strategy was adopted in a 
particular task. 
 
Affective states can influence people’s motivations to behave in particular ways. 
In one series of experiments affective influences on people’s motivations and 
actual performance in strategic encounters were investigated where positive 
control, or negative mood, was induced by giving participants positive, negative 
or neutral feedback about performance on a verbal test (Forgas et al. 2005:174). 
Furthermore, Forgas et al. (2005:174) suggested that an engagement took place 
in an informal, interpersonal and formal intergroup basis where task is 
negotiated with another team in what they believe is a separate experiment; this 
is performed, based on raised interest in observing how temporarily moods 
might temporarily influence people’s motivations, goal settings, strategies and 
behaviours. Results showed that participants who were in a positive mood set 
themselves higher and more ambitious goals, formed higher expectations about 
a forthcoming encounter and formulated specific action plans that were more 
optimistic, cooperative and integrative than did the control or negative mood 
participants. Perhaps the most interesting finding of the Forgas et al. (2005) 
research was that these mood induced differences in motivation and goal setting 
actually resulted in more successful performance. These results provided 
relatively clear-cut evidence that even slight changes in mood can significantly 
influence motivation, goals that people set for themselves and the organisation, 
the action plans they formulate and interpersonal behaviours (Forgas et al. 
2005:174-175). Although this research proved very valuable in explaining moods 
as a motivational factor, the researcher felt that it would be too difficult to 
establish the influence of moods in a questionnaire. 
 
The research study undertaken by Lindner (1998:84) examined the ranked 
importance of motivational factors of employees at The Ohio State University’s 
Piketon Research and Extension Centre and Enterprise Centre. This survey 
addressed the ten motivating factors in the context of the employee motivation 
theory. Findings suggested that interesting work and good pay are key to higher 
employee motivation. This however, seemed to contradict the findings 
mentioned by Lindner (1998:2) which suggested that as an employee’s income 
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increases, money becomes less of a motivator and that only when an employee 
gets older, does work interest become the motivator. 
 
However, the findings of the Lindner (1998:85) study suggested that interesting 
work and good pay are essential to high employee motivation. Carefully 
designed reward systems that include job enlargement, job enrichment, 
promotions, internal and external stipends, monetary and non-monetary 
compensation, should be considered. This study investigated whether these 
factors are unique in increasing employee and organisational performance and 
customer satisfaction. 
 
The study of the relationship between job satisfaction and job performance has a 
controversial history. Credit is often given to the Hawthorne studies conducted in 
the 1930’s for making researchers aware of the effects of employee attitudes on 
performance. After the Hawthorn studies conducted in 1931, researchers started 
to look at the relationship between a productive worker and a happy worker. 
Saari and Judge (2004:395-407) however, suggested that research in this 
regard differ. Buchanan (2006:1) argued that job satisfaction is generally 
determined by three factors such as motivation which includes the desire to do 
the job; ability which includes the capability to do the job; and the work 
environment which includes the tools, materials and information needed to do 
the job. 
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1.11 STRUCTURE OF THE RESEARCH  
Chapter Title Main aim of chapter 
Chapter 1 Introduction to the study To introduce the reader to the different concepts 
that will be dealt with in the study.  
Chapter 2 Nature and importance of 
motivation in the workplace 
 
Literature review on different motivational 
theories, indicating why motivation is important in 
the workplace. Discussion on the influence of 
various attributes on motivation of an employee. 
Chapter 3 Performance Management in 
the work place 
Literature review of employee performance, 
influence of employee performance on overall 
organisational performance, and customer 
satisfaction. 
Chapter 4 A brief overview of 
productivity 
Literature review on the challenges and benefits 
of productivity in a firm. Linking productivity in a 
firm to individual performance, organisational 
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Figure 1.2: Factors affecting job attitudes reported in 12 investigations. 
 
(Source: Adapted from Herzberg 2003:90)  
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CHAPTER TWO 
  NATURE AND IMPORTANCE OF MOTIVATION IN THE WORKPLACE 
2.1  INTRODUCTION 
The term motivation is derived from the Latin word ‘movere’, meaning to move 
(Barnet 2011:1). Those forces that have an influence on or emanating from 
within a person that can cause arousal, direction and persistence of goal-
oriented, and voluntary effort can be described as motivation. The process that 
explains why and how human behaviour is activated can be explained by 
different motivational theories (Barnet 2011:1). In addition to acquiring physical 
and financial resources, every organisation needs people in order to function 
(Steers & Porter 1991:3). 
Abrudan, Judeu and Valeanu (2008:563) claimed that motivation is the driving 
force of people. Motivation ensures that people are committed to others and to 
the organisation, as well as to feeling responsible for the activities of the 
organisation. 
A person can at the same time, experience physiological needs, such as hunger 
or personal comfort, and psychological needs, such as the need to relax or to 
travel. In many of these cases, the difficulty arises in choosing the most 
important need; which needs to satisfy first to offer the most pleasure (Abrudan 
et al.2008: 563). These different needs can influence the way in which an 
employee experiences different motivation techniques. 
Abrudan et al. (2008:563) claimed that motivation is what employees look for at 
their workplace in order to satisfy all or most of their needs. This presents a 
complex situation for managers as it becomes more difficult to gauge how 
employees prioritise their needs. Levesque, Copeland, Pattie and Deci 
(2010:619) argued that intrinsic motivation underlies behaviours performed 
purely for interest and enjoyment. Such motivation generally comes from within 
a person, whereby behaviours to obtain separate rewards or to avoid negative 
outcomes can be classified as external motivation. This information is valuable 
to managers in organisations as they need to know that not all people are 
motivated by the same factors. 
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 It is a common assumption that money is the prime motivator for the majority of 
people in the workplace. Herzberg (2003), as cited in Chapman (2009b:2) 
commented that there are two distinct types of motivation factors, namely: 
• Motivators or satisfiers 
Motivators or satisfiers are features of a job that inspire and encourage. These 
generally include elements such as the work itself, responsibility, achievement, 
recognition, advancement and growth. 
• Maintenance factors or dissatisfiers 
Dissatisfiers are aspects of the job that in itself do not actually motivate, but the 
absence thereof is demotivating. Dissatisfiers include job security, wages, 
administration, supervision, interpersonal relationships, working conditions and 
status. 
Abrudan et al. (2008:561) asserted that different motivations can be classified in 
three sets of pairs: 
• Positive and negative motivation: Positive motivation is developedby awards 
and has benefits for the organisation. Negative motivation is developed by 
using negative stimulus (threatening, blaming and punishment); 
• Cognitive and affective motivation: Cognitive motivation can be described as 
the need to gain new knowledge and affective motivation entails the need for 
approval and maintenance; and 
• Internal and external motivation: The leaders of an organisation must follow 
the construction of the internal issues because this is the real evidence of 
quality of the activity. Irons (2010:1) explained internal motivation as ways to 
motivate employees within the organisation. Examples of internal motivation 
are peer encouragement, rewards and contests. The success of this type of 
motivation depends on what the different values of employees are, and how 
they respond to the motivation.  External motivation includes all the external 
factors that can influence motivation outside the organisation. Examples 
33 
 
would be new or existing customers, the economy and government 
regulations (Irons 2010:2). 
The management of an organisation can use motivation as a type of 
encouragement, the focus of which is to persuade an employee to perform in a 
desired manner. Managers can thus choose to be motivators or satisfiers. 
Motivation is a crucial element for the productivity of any organisation (Abrudan 
et al. 2008:564).  
The characteristics which are embedded in a job with the specific aim of 
motivating whoever is working on that job and increasing the pleasure it may 
bring the worker, are called job antecedents or knowledge-work motivation. A 
number of job antecedents may come from the job content; however, they also 
include the job’s environmental factors (Amar 2004:92). Amar maintained that 
the job itself has to be the first motivator. Although the job itself has traditionally 
been an important motivator, it has become crucial to the new generation of 
workers. Having a job that excites them is a necessary and desirable condition 
to keeping these employees motivated.  
Once jobs have been enriched with job antecedents, the question of outcomes 
for the holder follows. This comprises all types of extrinsic and intrinsic, real and 
potential rewards. It is important to have a well-designed job.It is also important 
to design outcomes of the job that the employee values. Amar (2004:97) stated 
that an exciting and inviting job is only part of a comprehensive motivation 
system and is not enough in itself to continue motivating an employee over an 
extended period of time. Shields (2007:43) claimed that job satisfaction 
consumesthe attitudes and affective states of minds of employees. It 
encompasses various aspects of the job such as dissatisfiers and sattisfiers; 
performance management procedures and outcomes, reward processes and 
determination, outcomes and career development opportunities. 
Intrinsic motivation, as defined by Houkes, Jansen, de Jonge and Bakker 
(2003:432), is primarily predicted by work-content variables (task characteristics) 
such as skill, variety and autonomy. When employees have high autonomy, 
receive feedback about their performance and have an important, identifiable 
piece of work to do which requires skills variety (that is, meaningful work), they 
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may experience feelings of happiness and, hence, intrinsic motivation to keep 
performing well. Athletes who are intrinsically motivated participate in sports for 
no apparent reward other than the satisfaction and pleasure they get from the 
activity itself. Extrinsic motivation can be defined as performance of an activity in 
order to attain some separate outcome. Therefore, athletes who are extrinsically 
motivated participate in sport for external reasons such as rewards, positive 
feedback and recognition (Houkes et al. 2003:433). 
2.2 IMPORTANCE OF MOTIVATION IN THE WORKPLACE 
In the field of practical and theoretical management, employee motivation plays 
a central role. Motivation is seen by managers as an integral part of the worker’s 
performance at all levels. It is also seen as a fundamental building block for 
developing useful theories of effective management practice by organisational 
researchers (Steers, Mowday & Shapiro 2004:379). In the study of management 
as described by Steers et al. (2004:379), motivation is intertwined with 
leadership, decision-making, teams, performance management, managerial 
ethics and organisational chance. The importance of motivation could thus be 
seen as crucial to the effective management of individuals and organisations. 
Lindner (1998:1) strengthened this argument by stating that the major reason for 
wanting to motivate employees is the survival of an organisation. Motivated 
employees are needed in rapidly changing workplaces and generally help these 
organisations survive. Lindner (1998:1) further added that different elements 
motivate different people for example, as an employee’s income increases; 
money becomes less of a motivator. As employees get older, interesting work 
becomes more of a motivator than money. This argument can also be explained 
through the backward-bending labour supply curve. AmosWeb (2011:1) 
explained the curve as follows: A labour supply curve is positively-sloped for 
relatively small quantities of labour and negatively-sloped for relatively large 
quantities of labour. In other words, workers supply larger quantities of labour in 
response to a higher wage when the wage is relatively low. However, when the 
wage reaches a relatively high level, further increases in the wage tempts 
workers to reduce the quantity of labour supplied. The supply curve thus bends 
back on itself. The reason for the negatively-sloped, backward-bending segment 
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rests with the trade-off between labour and leisure. Workers decide to "spend" a 
portion of their higher wage "buying" more leisure time, and thus working less. 
The end result is that a higher wage decreases the quantity of labour supplied. 
Figure 2.1: The individual supply of labour (Backward bending labour 
supply curve). 
 
(Source: Adapted from Mohr, Fourie & Associates, 2004:317) 
The motivation that attracts, retains and engages younger employees, who, 
according to Amar (2004:1), are the potential source of newer and untapped 
knowledge, is quite different from that of previous generations. Loughlin and 
Barling (2001:543) documented some of these differences. Employees in the 
past viewed climbing the corporate ladder as very important, whereas this 
seems less significant to the current Generation Y. Yan (2006:2) confirmed this 
statement by adding that a study by the Families and Work Institute in 2005 
found that younger workers are less likely to be obsessed with work; they are 
more interested in preserving their quality of life, even if it means staying at the 
same position in the labour hierarchy. Although these arguments do not 
conclusively state that climbing the corporate ladder is not important for young 
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people, it does reveal the importance of different motivational tools that should 
be used by managers for different generations. 
Amar (2004:2) viewed the organisation as a living entity which is constantly 
evolving and changing its characteristics in the process. A dynamic perspective 
to understanding human behaviour is needed, such as emphasising the 
importance of the dynamic nature of human psychology and sociology, as well 
as their impact on behaviour at work. Amar (2004:2) concluded that these 
dynamics set the guidelines for rediscovering, updating and adapting the theory 
and practice of motivation. 
Abrudan et al. (2008:564) strengthened this argument by noting that to a 
manager of an organisation, motivation is a type of encouragement that focuses 
on inducing an employee to perform in a desired manner. Managers can thus 
choose to be motivators or satisfiers. Motivation is a crucial element for 
productivity in any type of organisation (Robinson 2004:19). A manager can 
influence employee motivation by using development of recognition and reward 
programmes to understanding the role of an organisation’s culture.  
Work is the most important force that reflects the success of any workplace in 
the world. However, motivation is the key to getting work done. According to 
Robinson (2004:20) the importance of motivation in a workplace cannot be 
underestimated, because it helps the workers: 
• to assess their current situations; 
• focus their attention on working better than before; and  
• produce excellent results. 
 
Management can accomplish motivation in the workplace by acknowledging the 
different factors that contribute to the motivation in workers to obtain optimal 
results from them. 
 
Maylett and Riboldi (2008:5) argued that employees are engaged when their 
jobs attract and hold their attention, and they are deeply involved in their work. 
The significance of engagement at work is noteworthy. Organisations with 
engaged employees have higher retention, productivity, customer satisfaction, 
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innovation and quality rates. They also require less time for training, present with 
less illness and have fewer accidents. Engaged employees deliver more than 
the unengaged employee and cost less, thus increasing the productivity of any 
organisation (Maylett & Riboldi 2008:6). 
Noe (2010:1) stated that when people are hired, they have the inclination to 
want to perform their tasks well. When it is impossible for the employees to meet 
the expectations set, they feel bad about themselves, become disinterested and 
discouraged. A happy, self-assured, motivated employee inevitably produces 
results that increase the profitability of an organisation. 
2.3  NATURE OF MOTIVATION   
Steers, Porterand Bigley (1996:5) suggested the use of a motivation concept 
that covers various aspects inherent in the process by which human behaviour is 
affected. When studying the different definitions of motivation, it would seem that 
there are three common denominators which can be phrased as questions: 
What energises human behaviour? What directs or channels such behaviour, 
and how is this behaviour sustained? (Steers et al. 1996:6). 
2.3.1 Motivation as a concept 
Bowey (2000:3) reported that although theories on motivation have passed 
through many stages, influencing and being influenced by prevailing 
management ideologies and philosophies of each era, it does not mean that old 
theories have died. 
The unintentional observation of people at work became known as the 
‘Hawthorne effect’ and the results of the study, when published in the late 1930s, 
had an almost revolutionary effect on theories of motivation at work (Bowey 
2000:4).  
Social scientists and managers began to consider the role of social influences 
on behaviour in the 1930s. The role of group dynamics and the need to view 
employees as complex beings with multiple motivational influences were 
recognised as powerful stimuli regarding performance (Steers et al. 2004:380). 
Steers et al. (2004:385) summarised this by saying: “failure to treat workers as 
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human beings came to be regarded as the cause of low morale, poor 
craftsmanship, unresponsiveness and confusion.” By the late 1950s, several 
new models of work motivation had emerged, most of which were referred to as 
‘content theories’, as the principal aim was to identify factors associated with 
motivation (Steers et al. 2004:385). 
Although Allpsych (2004:1) focused on internal drivers as an explanation for 
motivated behaviour, others such asToft (2010:4) studied the effect of learning 
and how individuals base current behaviour on the consequences of past 
behaviour. Still others like Bandura (1994:7p2) examined the influence of 
individuals’ cognitive processes, such as the beliefs they have about future 
events. Over time, these major theoretical streams of research in motivation 
were classified into two major schools: the content theories of motivation and the 
process theories of motivation (Bowey 2000:6). Apart from these two major 
schools of thought, one also needs to take cognicenceof the psychological 
approaches to motivation (Steers et al. 1996:8). 
2.3.2 Content theories 
(a) Maslow’s hierarchy of needs 
Most notable of the content theories is Maslow’s hierarchy of needs theory of 
1954 (Benson & Dundis 2003:316) which suggested that individual needs exist 
in a hierarchy consisting of physiological needs, security needs, belongingness 
needs, esteem needs and self-actualisation needs. A brief explanation of each 
follows (Benson & Dundis 2003:317), namely: 
• Physiological needs are the most basic needs: those necessary for 
survival, such as food and water.  
• Security needs include needs for safety in one’s physical environment, 
stability and freedom from emotional distress.  
• Belongingness needs relate to desires for friendship, love and 
acceptance within a given community of individuals.  
• Esteem needs are those associated with obtaining the respect of self and 
others.  
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• Self-actualisation needs are those needs that correspond to the 
achievement of one’s own potential, the excercising of one’s creative 
capabilities and becoming the best person one can be.  
Unsatisfied needs motivate behaviour, thus lower-level needs, such as 
physiological needs that must be met before upper-level needs, such as esteem, 
can be motivational.  
(b) Alderfer’s theory of existence, relatedness and growth (ERG) 
The ERG theory is an extension of Maslow’s hierarchy of needs. Arnolds and 
Boshoff (2002:698) stated that Alderfer suggested that needs can be classified 
into three categories, rather than five. These three types of needs are existence, 
relatedness and growth (Arnolds & Boshoff 2002:698; Steers et al.2004:382). 
Existence needs are similar to Maslow’s physiological and safety needs. 
Relatedness needs involve interpersonal relationships and are comparable to 
Maslow’s belongingness and esteem needs.  
Growth needs are those related to the attainment of one’s potential and are 
associated with Maslow’s esteem and self-actualisation needs. The ERG theory 
differs from the hierarchy of needs as it does not suggest that lower-level needs 
should be completely satisfied before upper-level needs become motivational. 
The ERG theory also suggested that if an individual is continually unable to meet 
upper-level needs that the person will regress and lower-level needs become the 
major determinants of their motivation (Steers et al. 2004:382). 
(c) Motivator-hygiene theory 
While Maslow focused on the role of the individual differences in motivation, 
Herzberg tried to understand how the nature of one’s job and work activities 
influence motivation and performance (Steers et al. 2004:382).  Sachau 
(2007:377) noted that Herzberg challenged basic assumptions about what 
motivates and satisfies employees by claiming that pay contributes little to job 
satisfaction. Sachau (2007:377) added that interpersonal relations and 
employees need to grow more psychologically, are more likely to lead to 
dissatisfaction than satisfaction. 
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 Most noteworthy of Herzberg’s theory according to Sachau (2007:379) was the 
terminology that he used to describe satisfying incidents in the workplace by 
calling it motivators and the dissatisfyersin the workplace as hygiene factors. 
Herzberg argued that work motivation is largely influenced by the extent to which 
the job is intrinsically challenging and provides opportunities for recognition. 
Herzberg’s research proved that people will strive to satisfy hygiene needs 
because they are unhappy without them, but once the need has been satisfied, 
the effect soon wears off – satisfaction is only temporary. People are only truly 
motivated when they react to and satisfy the factors that Herzberg identified as 
real motivators.  
Examples of hygiene factors are: policies, relationship with supervisor, work 
conditions, salary, organisation car, status and security. Examples of true 
motivators according to the theory are: achievements, recognition, work itself, 
responsibility and advancement (Chapman 2009b:1). 
(d) McClelland’s learned needs theory 
Another need theory from the same era was developed by McClelland (Smit et 
al.2007:346). McClelland ignored the hierarchy concepts and focuses instead on 
the motivational potency of clearly defined needs, including achievement, 
affiliation, power and autonomy. The need for achievement is a desire to take 
responsibility, set challenging goals and obtain performance feedback. The need 
for affiliation is a desire to control one’s environment and influence others. The 
main point of the learned theory is when one of the needs is stirring in a person, 
it has the potential to motivate the behaviour that leads to its satisfaction. 
McClelland argued that, at any given time, individuals have several competing 
needs that motivate behaviour. This contrasts with Maslow’s argument that 
steady progression up the hierarchy over time leads individuals to grow and 
mature (Smit et al. 2007:346-350).  
Deci (1992:168) argued that with all the motivation theories mentioned above, 
motivation still remains a unitary concept and that there is only one type of 
motivation. All decisions behaviour is assumed to be initiated by a decision and 
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guided by a standard. The only variable feature is the amount or intensity of 
motivation. 
A schematic comparison of the different theories is shown in Figure 2.2. 
Figure  2.2: Comparison of motivational theories 
 
(Source: Shah & Shah, 2010:4) 
2.3.3 The motivation process 
Steers et al. (1996:6) used the generalised model as set up by Dunnette and 
Kirchner (1965) to explain the basic motivational model. This model both 
simplifies the complex relationships between the variables and schematically 
represents the major sets of variables involved in the motivational process. 
The basic building blocks of the models are: needs or expectations, behaviour, 
goals and some sort of feedback (Steers et al. 1996:6). The interaction of these 
variables is shown in Figure 2.3. 
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Figure 2.3: A generelised model of the basic motivational process. 
 
          
           
 
 
  
 
(Source: Adaption from Steers et al. 1996:6) 
According to Steers et al. (1996:6), the model stated that an individual 
possesses different strengths, needs, desires and expectations. These may 
include the desire for additional income, the need for affiliation or the expectation 
that increased effort will be rewarded with a job promotion. The activators that 
Steers et al. (1996:6) alluded to are generally characterised by two phenomena, 
namely: 
• The emergence of a need, desire or expectation generally creates a state of 
disequilibrium within an individual that they would like to reduce, thus alluding 
to the energetic component in the above-mentioned model. 
• The presence of these needs, desires or expectations is normally associated 
with the belief or anticipation that certain actions will result in the reduction of 
this disequilibrium. This refers to the goal-orientation component of the 
above-mentioned model.  
In practice, once employees have reached the state of disequilibrium, they 
behave in a specific manner that they believe will culminate in the desired end 
result. The initiation of this action sets up a series of cues, either within an 
individual or externally, which feeds information back to the individual from the 
external environment. Such cues might reassure the employee that the course 
Inner state of equilibrium: 
Need, desire or expectancy, 
accompanied by anticipation 
Behaviour or 
action 
Incentive or 
goal 
Modification of inner state 
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of the action was correct or that the behaviour needs to be modified (Steers et 
al. 1996:7). 
2.4 SUMMARY 
In this chapter, the researcher provided an overview of motivation and discussed 
the importance of motivation in the workplace. A brief historical overview was 
given of the different motivational theories.  Some of the needs theories, which 
included Maslow’shierarchy of needs, Aldefer’s ERG theory, the motivator-
hygiene theory of McGregor and McClelland’s theory of learned needs, as well as 
the motivational process, were discussed.  
In Chapter threethe concepts of performance management for both employees 
and the organisation, as well as the influence of these concepts on productivity 
and ultimately client satisfaction are discussed.The link between motivation and 
the influence of a motivated employee on employee performance, organisational 
performance and productivity is also discussed in Chapter three. 
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CHAPTER THREE 
PERFORMANCE MANAGEMENT IN THE WORKPLACE 
 
3.1  INTRODUCTION  
The purpose of this chapter is to introduce the concept of performance 
management. The chapter aims to discuss the variables that pertain to the 
different factors that influence employee motivation that can have an effect on 
employee and organisational performance in general. The chapter will explain 
the importance of performance management and performance feedback to 
employee and organisational performance. Finally the chapter will discuss the 
concepts of customer satisfaction and the importance of customer satisfaction to 
an organisation. As employees are all unique and the process of motivating 
them is so complex, it is important to understand the concepts of performance 
appraisal first.  
Performance management is defined by DeNise and Pritchard (2006:255) as a 
broad set of activities aimed at improving employee performance. Although 
performance appraisal information provides input to the performance 
management process, performance management focuses on ways to motivate 
employees to improve their performance. Thus, the goal of the performance 
management process is performance improvement, initially at the level of the 
employee, and ultimately at the level of the organisation. 
Bacal (1999:10) defined performance management as ongoing communication 
between management and employees to clarify job descriptions and improve 
performance management. Performance appraisal is, however, a part of the 
performance management system in an organisation. 
Performance appraisal is a discrete, formal, organisationally sanctioned event 
that usually does not occur more frequently than once or twice a year, and has 
clear stated performance dimensions and / or criteria that are used in the 
evaluation process (DeNisi & Pritchard 2006:254). 
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3.2  IMPORTANCE OF PRODUCTIVITY IN THE WORKPLACE 
Productivity can be seen as the overall measure of the ability to produce goods 
and services (Productivity Concepts and Measures, 2010:1). Furthermore, it can 
be seen as a measure of how specified resources are managed to accomplish 
organisational objectives in terms of quality and quantity. Organisations use 
productivity as a measurement for evaluating and monitoring the performance of 
employees and the broader organisation.  
Productivity measures are the yardsticks for the effective use of resources 
(Productivity Concepts and Measures 2010:5). Managers should therefore be 
concerned with the productivity of their organisations as it can be used to 
compare a firm’s performance against peers in the same industry; compare 
performance among different departments in the organisation, and compare the 
performance of individuals over time (Yan-Qun, Lai-Kow & Ming-Lu 2005:252).  
The challenge of productivity according to Hughes (2009:1) lies in the challenge 
of measurement. Hughes (2009:1) stated that a smart measurement program in 
organisations should consist of a combination of productivity measurements into 
an overall rating of performance. 
3.3  PERFORMANCE APPRAISAL 
Most modern organisations rely upon some form of performance appraisal 
system to provide employees with feedback about their performance and to help 
the organisation make decisions relating to pay increases and promotion (DeNisi 
& Pritchard 2006:253). The practical reasons that are frequently mentioned for 
implementing performance measurement systems can be classified into five 
general categories, namely: monitoring of performance; identification of areas 
that are in need of attention; enhancing motivation; improving communication; 
and strengthening accountability (Waggoner et al. 1999:53).  
The performance measurement system from an administrative point of view, 
needs to be designed, managed and evaluated periodically to ensure that it 
yields the desired business results (Evert 1994:29). The system typically 
comprises several key elements, including a set of procedures for collecting and 
processing data; timetable and protocols for distributing information about 
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performance to users within and outside of the organisation; an organisational 
learning mechanism to identify what actions can be taken to further improve 
performance; and a review process which ensures that the performance 
measurement system itself is regularly updated (Neely, Gregory & Platts. 
1995:87). 
DeNisi and Pritchard (2006:263) claimed that an employee’s allocation of effort 
is linked to the performance appraisal outcomes. If the employee’s allocation of 
effort leads to outcomes that result in need satisfaction, the employee will be 
motivated to continue to act in the same way. The key to performance appraisal 
and performance management is then to ensure that evaluations and outcomes 
are structured in a way that the employee will focus his or her actions in the  way 
desired by the organisation and will result in the kind of performance needed. 
DeNisi and Pritchard (2006:263) added that the employee’s self-esteem, self-
efficacy, and job involvement will then be enhanced. Pulakos (2004:104) 
however, differed in opinion by stating that a recent survey indicated that only 
one in ten employees believe that their firm’s appraisal system helps them to 
improve performance. 
The ‘balanced scorecard’ (BSC) and the ‘return on investment’ appraisal 
approaches used as indicators of success, suggested that any Human 
Resources program should be evaluated in terms of increased productivity and 
performance, as well as customer satisfaction, learning, and growth within the 
organisation (DeNisi & Pritchard 2006:260). 
3.4 PERFORMANCE MANAGEMENT 
Performance management is a broad set of activities aimed at improving 
employee performance (DeNisi & Pritchard 2006:255). Although performance 
appraisal information provides input for the performance management process, 
performance management focuses on ways to motivate employees to improve 
their performance. The goal of the performance management process is 
performance improvement, initially at the level of the individual employee, and 
ultimately at the level of the organisation (DeNisi & Pritchard 2006:254). 
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The deficiencies of the traditional performance management system gave 
impetus to the new ‘revolution’ in performance management in the 1980s and 
1990s (Ndlovu 2010:3).  
Ndlovu (2010:4) described benchmarking as the process of comparing one’s 
own practice to peers and deriving best practices from the exercise. A number of 
businesses have developed their own in-house measurements that have gained 
prominence to the extent that they are now widely used in other organisations. 
3.5  IMPORTANCE OF PERFORMANCE FEEDBACK 
Performance reviews exist to ensure that managers have to move beyond day-
to-day exchanges and moment-to-moment situations and discuss the larger 
picture with the employee. This allows management the opportunity to develop 
their most important resource - their staff. For employees however, the 
expectations might be different (King 2010:1). One of the most important desires 
of employees in respect of their performance reviews is to be able to discuss 
deeper and wider issues with regard to their work. Employees want to know that 
their experiences during the review period and the efforts they have made have 
not gone unnoticed.  
Craemer (2010:1) stated that employees might be performing well, but may be 
unaware of how well they do it, what skills they display and how they are 
experienced by other employees. They might also be falling behind at work 
because they are too accommodating to others, lack basic skills and have poor 
time management. Craemer (2010:2) added that the performance management 
feedback session allows the manager to address all these issues and discuss a 
way forward.  Although performance reviews and feedback is primarily about the 
past, most employees expect some discussion on how they can move forward in 
their career and improve their general situation. An ideal performance feedback 
session according to Leard (2010:2) should start off with praise, followed up with 
a discussion on areas that need improvement with regard to the performance of 
both the employee and the employer. 
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Jackman and Strober (2005:29) postulated interesting ideas as to why the 
effectiveness of performance appraisals differs in organisations. They stated that 
few people like performance reviews because subordinates have fears that they 
will hear nothing but criticism. Employers, on the other hand, think that their 
employees will respond to even the mildest criticism with anger or tears. This 
often results in a culture where everyone keeps quiet. This is unfortunate as 
most people need help in realising how to improve their performance and 
advance in their careers. Jackman and Strober (2005:30) continued to say that 
fears and assumptions about feedback often manifest themselves in 
psychologically maladaptive behaviours such as procrastination, denial, 
brooding, jealousy and self-sabotage.  
Organisations profit when employees ask for feedback and deal with the 
criticism. Once people begin to know how they are doing relative to 
management’s priorities, their work becomes better aligned with organisational 
goals. Jackman and Strober (2005:30) argued that once a feedback-adverse 
environment begins to transform into a more honest and open environment, 
performance throughout the organisation starts to improve. 
3.6  EMPLOYEE PERFORMANCE 
During the period from 1950 to 1980 behaviourists generated a great deal of 
information regarding the climate elements through empirical investigations. 
Climate elements are regarded as consisting of employee morale, motivation 
and job satisfaction (Amin 2003:61). While much of the literature dealt with 
associations among organisations, climate variables and demographic 
characteristics of employees, only a few organisations attempted to link 
employee performance to the organsiational climate or dimension. 
Employee performance, usually operationalised as performance ratings, has 
been the most commonly used criterion for validating selection tests (DeNisi & 
Pritchard 2006:255). Not all of the research on performance appraisal and 
performance management focused on measurement issues and accuracy. 
Rogers and Hunter (1991:325) proclaimed that much of this work was 
summarised in a meta-analysis examining the relationship between 
‘management by objectives’ (MBO) and organisational productivity. Although 
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their research dealt with organisational-level productivity, many of the measures 
used by Rogers and Hunter (1991:326) related to individual performance as 
well. Another recent trend described by DeNisi and Pritchard (2006:259) is the 
focus on employee reactions to appraisals as an important outcome variable. In 
fact, appraisal reactions such as satisfaction, acceptability and motivation to use 
feedback, are cited by DeNisi and Pritchard (2006:260) as an important trend in 
the appraisal research since 2001. 
In the motivational framework of performance management, DeNisi and 
Pritchard (2006:261) postulated that if an employee’s allocation of time and 
effort ultimately lead to outcomes that result in need satisfaction, then the 
employee will be motivated to continue to act in the same way. The key to 
performance management, then, is to ensure that evaluations and outcomes are 
structured so that the employee’s actions are focused in the ways desired by the 
organisation, resulting in the kind of performance that is needed. According to 
DeNisi and Pritchard (2006:263) the system should be structured so that an 
employee’s effort leads to outcomes that are desired by the organisation, are 
rewarded by the organisation. This will lead to an improvement of an employee’s 
self-esteem, self-efficacy, and job satisfaction as the employee sees the efforts 
can lead to the desired outcomes (DeNisi & Pritchard 2006:263). 
Empirical evidence provided by Gneezy and Rustichini (2000:793) showed that 
there is substantially more evidence that positive outcomes, such as higher 
performance, are more likely when pay increases are made contingent on good 
performance than when not. Substantial empirical evidence by Konrad (2006:1), 
Orland (2010:1) and Salanova (2007:827) also supported the norm of reciprocity 
(‘the more I get, the more I give’) showing that positive benefits enhance positive 
attitudes, beliefs and behaviour (Gneezy & Rustichini 2000:793). Most modern 
organisations rely upon some form of performance appraisal system to provide 
employees with feedback about their performance and to help the organisation 
make decisions about such issues as pay increases and promotion (DeNisi & 
Pritchard 2006:253). 
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A number of factors affect pay levels, such as type of work, prior performance-
based pay increases and tenure within the organisation. However, itremains an 
empirical question as to whether pay level, independent of pay increases or 
changes, affects subsequent employee performance (Gardiner, Van Dyne & 
Pierce 2004:308). Gardiner et al. (2004:308) remarked that most compensation 
managers implicitly assume that high pay levels will maintain and enhance 
future high performance. 
Although it seems reasonable that high pay levels might lead to higher 
performance, very little is known about factors that intervene between pay and 
performance (Bebchuk & Fried 2004:527; Deckop, Mangel & Cirka 1999:420). 
One factor that can potentially fill this role is organisational-based self-esteem 
(OBSE) also seen as the employee’s self- perceived value as a member of a 
specific organisation. Rogers and Hunter (1991:325) developed the concept of 
OBSE, suggesting that self-esteem reflects the extent to which individuals 
believe in their capabilities, significance and worth as organisation members. 
Furthermore, employees with high organisational-based self-esteem have come 
to believe that they are important, meaningful and worthwhile within their 
employee organisation. Thierry’s (2001:158) reflection theory of compensations 
is particularly instructive in respect of the relationship between pay level and 
self-esteem. This study proposed four ways in which pay can have meaning for 
an employee, namely: motivation (instrumentally), relative position (feedback 
and status), control (autonomy), and spending (what can be purchased with the 
pay).  Gardiner et al. (2004:311) stated that high self-esteem individuals are 
more strongly task motivated, are less distracted by adverse role conditions and 
are more persistent when dealing with obstacles than their low-esteem 
counterparts.  
Self-evaluation concepts have been studied in relation to motivation, job 
performance, stress, leadership and workplace outcomes (Kundu & Rani 
2007:1370). Support for the existence of this relationship was postulated by 
Gardner and Pierce (1998:52). Esteem, as a personality variable, signifies a 
significant influence on job performance of both top managers and frontline 
employees. Employees with a high self-esteem tend to choose the goals that 
have the best chance to make them happy with their work and life. Kohli 
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(1995:431) provided support for the contention that high self-esteem is 
correlated with job satisfaction. Arnolds and Boshoff (2002:7) posited that the 
extent to which self-esteem can be enhanced through the satisfaction of certain 
needs can improve job performance significantly. 
Huselid’s research (1995:634) demonstrated the impact of Human Resource 
practices on the financial performance of companies. This study planned to 
affirm that some of the Human Resource practices have a measurable impact on 
turnover rates and employee productivity. Imperical evidence with regard to the 
level of motivation, commitment, job satisfaction, turnover rates are readily 
available (Hertzberg 2003:1083; Eskildsen 2000:1082; Egan, Young & Bartlett 
2006:279; Allen, Shore & Griffeth 2003:100). 
The area of strategic human resource management (SHRM) has attracted a 
great deal of research attention over the past decade because of its potential 
impact on the firm’s bottom line. Various studies have confirmed the positive 
impact of SHRM on organisational performance (Huselid 1995:650). 
Organisational and departmental performance comprise individual performance 
related to individual work attitude (Huselid 1995:651). It would thus be plausible 
to ask how SHRM influences professional work attitudes and individual 
performances. Green, Wu, Whitten and Medlin (2006:562) claimed that the ‘job 
characteristics’ model suggests that when a task is significant, requires skill 
variety, possesses task identity, and provides autonomy and task feedback, 
employees experience higher levels of intrinsic motivation. Furthermore, this is 
enhanced through critical psychological conditions such as experienced 
meaningfulness, experienced responsibility, and knowledge of results. These job 
characteristics lead to higher levels of organisational commitment and job 
satisfaction, ultimately influencing the individual’s performance in the 
organisation.  
Research conducted by DeCarufel and Schaan (1990:89), and Baltes, Briggs, 
Huff, Wright and Neuman (1999:511) proved a positive relationship between 
variable working times such as flexitime lead to an increase in workers’ job 
satisfaction which leads to greater organisational performance. 
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3.7  ORGANISATIONAL PERFORMANCE 
In the industrial era, organisational performance was relatively simple to define 
in terms of the dominant stakeholder and the shareholder (Kirby 2005:30). Kirby 
(2005:30) defined performance in terms of annual growth in net income, average 
returns on invested capital and appreciation of stock price. Kirby (2005:30-35) 
focused on a similar combination, including organisations which have grown 
both profits and revenues and produced shareholder returns in excess of cost of 
capital. Whilst the financial perspective is valid in the industrial economy, it no 
longer suffices in the networked economy (Fontannaz & Oosthuizen 2007:11).  
Organisational performance is an important area of study in business 
management, and it is also a key indicator to evaluate the operational efficiency 
of a business. The members of high-performance organisations are able to 
manage tasks and duties that the traditional manager and supervisor 
undertakes, namely, training, administration, treatment of human relationships, 
decision making and problem solving (Wang, Shien & Wang 2008:1011).  
A broader definition of organisational performance is required to present the 
multi-stakeholder perspective. This introduces the triple bottom line concept. The 
intention is to measure an organisation’s performance measured across three 
dimensions, namely economic, social/ethical and environmental (Fontannaz & 
Oosthuizen 2007:11). The aim of the triple bottom-line concept is that this 
responsibility should be measured, calculated, audited and reported, in a 
manner similar to financial performance. Skerlavaj and Dimovski (2006:16) 
acknowledged that companies are coalitions of individuals or groups of 
individuals such as management, employees, customers, owners and 
sometimes the government. Besides financial performance, non-financial 
performance must also be assessed in order to evaluate the overall 
organisational performance of an organisation.  
The evaluation of organisational performance cannot be done without taking 
organisational goals into consideration. The modern business environment, 
according to Sherlavaj and Dimovski (2006:15), demands a multi-goal 
orientation. Profit theory (Ceyert & March 1963) as cited in Sherlavaj and  
Dimovsku (2006:14) is no longer a valid measure for organisational 
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performance, and nor are the approaches that only take the interests of the 
shareholders (owners) of the organisation into consideration. Sherlavaj and 
Dimovski (2006:15) postulated that the business environment is characterised 
by the increased importance and strength of customers, employees and society 
in general. It is quite obvious that all the stakeholders need to be taken into 
account in organisation performance assessment.  
A systematic approach to organisational performance as discussed by 
Mintzberg, Ahlstrand and Lampel (1998:26) referred to the descriptive, people 
approach which includes all elements that influence change within an 
organisation, particularly leadership, culture and values. The people approach 
included the entrepreneurial, cognitive, learning, power, cultural and 
environmental schools of strategic management thought. 
The Balance Score Card approach (BSC) according to Kaplan & Norton 
(2000:13) looked at the organisational performance through the integration of 
four perspectives of the business:  
• Financial perspective including return on capital employed, cash flow, 
projected profitability, profit forecast reliability and sales backlog, 
•  Internal business perspective, including hours with customers, tender 
success rate, safety incident index and project closeout cycle,  
• Innovation and learning perspective, including revenue from new 
services, rate of improvement index, staff attitude survey, number of 
employee suggestions and revenue per employee, and  
• Customer perspective, including pricing index, customer ranking survey, 
customer satisfaction index, market share and sales backlog. 
The BSC is the translation of the organisation’s strategy into performance 
drivers comprising four defined key performance areas. The performance drivers 
as discussed by Kaplan and Norton (2000:136) differed from organisation to 
organisation as they are dictated by organisation specific strategies. 
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Human capital refers to the capital in which education, training, health care and 
the likes are invested (Wang et al. 2008:1129). Human capital itself represents 
the total value of the human resources of an enterprise, and is composed of the 
staff and their ability to successfully complete their work. Wang et al. (2008: 
1030) further stated that when an organisation operates smoothly, human capital 
investment increases along with financial capital, which helps in the 
accumulation of more human capital. Harel and Tzafrir (2004:190) argued that it 
is necessary to highlight the importance of praise for a job well done. Efforts to 
inspire staff earn their gratitude, can boost loyalty and productivity. Over 
supervision by management can undermine staff confidence and rob them of the 
challenge the work could deliver. The final point of their argument reflects that 
ongoing staff training and development is crucial in order to improve business 
performance and meet targets. Katou (2009:349) found that skills, attitude and 
behaviour play an important part in the relationship between development of 
human capital and organisational performance. This is mainly based on the fact 
that by creating a workforce that is skilled and trained, they understand the goals 
of the organisation better and can thus improve organisational performance.  
Northhouse (2001:50) stated that leadership is a process of interaction for 
achieving organisational goals. Jing and Avery (2008:67) maintained that a 
considerable amount of theoretical and empirical work has been conducted on 
organisational performance and the link with leadership since 1990. This work 
seeks to better understand the antecedents, processes, and emergent states 
that facilitate effective organisational outcomes. The role attributed to leadership 
in facilitating organisational performance enhancement is specifically note-
worthy. Jing and Avery (2008:68) explored the role of leadership and the use of 
leadership behaviour to improve organisational performance. Intangible assets 
such as leadership styles, culture, skill and competence, and motivation are 
increasingly seen as primary sources of strength in those firms that can combine 
people and processes and organisational performance. This study concluded 
that leadership will have direct effects on customer satisfaction, staff satisfaction 
and overall organisational performance.  
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An examination of the literature in the fields of organisational culture and 
leadership, found that the two areas which independently link to organisational 
performance (Ogbonna & Harris 2000:766). Ogbonna and Harris (2000:786) 
expressed the conviction that leadership is the major determent of success or 
failure of a group, organisation or even an entire country. In contrast to the huge 
support for a direct link between leadership and organisational performance, it is 
noted that empirical studies into the links between leadership and performance 
have been lacking (Ogbonna & Harris 2000:766). Jing and Avery (2008) affirmed 
this observation in their study. 
Lee and Yu (2004:340) introduced the concept of organisational culture as 
something related to people, and the unique quality and style of an organisation. 
They postulated that organisational culture is derived from three sources, 
namely the values and assumptions of founding members of the organisation, 
the learning experiences of members of the organisation and the new values 
and assumptions brought into the organisation by new members. Organisational 
culture, therefore, helps instruct the employees, socialise new members and 
improve organisational performance. Haung (2000:530) found that there is a 
significant relationship between organisational performance and some practices 
of human capital investment, such as staff training, staff recruitment, and 
selection and staff inspiration. An organisation’s culture influences all aspects of 
organisational life and potentially gives a strong sense, belief, or understanding 
to employees about ‘the way things are done around here’. (Fitzgerald & 
Desjardins 2004:125). One of the major reasons for the widespread popularity 
of, and interest in organisational culture stems from the argument or assumption 
made by Ogbonna and Harris (2000:769) that certain organisational cultures 
lead to superior organisational financial performance. Many academics and 
practitioners argue that the performance of an organisation is dependent on the 
degree to which the values of the culture are widely shared (Kotter & Heskert 
1992:14 and Ogbonna & Harris 2000:769). Furthermore, research has shown 
that organisational values that are shared by employees lead to improved 
performance outcomes in non-profit organisations (Fitzgerald & Desjardins 
2004:121). 
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Robbins and Barnwell (2006:428) focused on the relationship between Human 
Resource management (HRM) and organisational performance, yet the field still 
seems fairly unexploited. Katou (2009:335) remarked that the ‘universalistic 
model’ suggests that a specified set of Human Resource practices will always 
produce superior business results whatever the organisational circumstances. In 
analysing the impact of HRM on organisational performance, each of the HRM 
performance linkage models developed complements the others by adding 
constructs, variables or relationships (Alcazar, Fernandez & Gardey 2005:234). 
The only model that could be found that evaluates the extent to which Human 
Resource Development (HRD) improves performance is the known evaluation 
methodology for judging training programs The four-levels of evaluation consist 
of: reaction - how the learners react to the learning process, learning - the extent 
to which the learners gain knowledge and skills, behaviour - capability to perform 
the learned skills while on the job and results - includes such items as monetary, 
efficiency and moral behaviour (Kirkpatrick 1994:35). 
Katou (2009:336) remarked that there is little empirical support indicating that 
HRD positively affects organisational performance. Bartel (2004:199) found a 
strong correlation between the implementation of human resource management 
and organisational performance. Tracey, Hinkin, Tannenbaum and Mathieu 
(2001:15) found that training outcomes are related to the pre-training context. 
The usual line of work is to investigate the relationship between HRD and 
commitment, which in turn, is positively related to organisational commitment 
(Katou 2009:339). 
3.8   CUSTOMER SATISFACTION 
The success or failure of an organisation depends on its ability to attract new 
customers and retain existing customers, which in turn is linked to the extent to 
which customers are satisfied with the products and services (Sharma & 
Gadenne 2008:303). Sharma and Gadenne (2008:303) stated that customer 
satisfaction is increasingly being considered as a baseline standard of 
performance and a standard of business excellence. Quality and customer 
satisfaction are central issues in the literature debate. Various aspects of quality 
management such as training, top management commitment, relationships with 
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suppliers, customer focus and employee focus are reported by Agus and 
Abdullah (2000:56) to have a direct influence on organisational performance. 
Agus and Abdullah (2000:56) argued that customer behavioural literature 
reveals that improved customer satisfaction is associated with increased 
customer loyalty, which then translates into increased profitability. This argument 
is supported by Sharma and Gadenne (2008:302).  
Customer satisfaction in the ‘business-to-business’ (B2B) context is often 
defined as a positive affective state resulting from the appraisal of all aspects of 
a firm’s working relationship with another firm (Lam, Venkatesh, Erramilli & 
Murthy 2004:295). Krivobokova (2009:565) stated that the most obvious reason 
for companies to pay attention to customer satisfaction is that they need 
customers to be happy and ready to purchase their goods and services in the 
future. Krovobokova (2009:565) argued that unhappy customers have a direct 
influence on the financial outcome of an organisationas they are unlikely to use 
the product again and frustrated customers will not only share the negative 
experience with friends and family, but may even go to court to seek redress. 
Customer loyalty is a buyer’s overall attachment or deep commitment to a 
product, service, brand, or organisation (Yin Lam, Shankar, Erramille & Murthy 
2010:293). The loyalty concept according to Lam, Venkatesh, Erramilli & Murthy, 
(2004:296) is similar in meaning to relationship commitment, which they 
describe as an enduring desire to be in a valued relationship. Customer loyalty 
can drive customer satisfaction, and there can be a reciprocal effect between the 
two variables. In both the B2B and ‘business-to-consumer’ (B2C) contexts, loyal 
customers derive important personal, noneconomic satisfaction from repeated 
social interchange with a seller and consequently find the overall experience 
with a service provider more satisfying than disloyal customers (Bennet & 
Rundle-Thiele 2004:514). Furthermore, it is said that loyal customers are much 
less susceptible to negative information about a service than are disloyal 
customers. One can therefore conclude that there is a reciprocal effect of 
customer loyalty on customer satisfaction. 
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Customer value as defined by Anderson (2003:1) is the understanding of 
customer requirements and preferences and its worth in monetary terms to fulfill 
them. Anderson (2003:2) alleged that customer value management is a 
progressive practical approach to managing business markets. It was confirmed 
that the basic goals of customer value management include the delivery of 
superior value to targeted market segments and customer firms, and to get an 
equitable return on the value delivered. 
Rampersad (2001:342) stated that not only external, but also the internal 
customers of an organisation should be considered when addressing the 
effectiveness of an organisation. Rampersad (2001:342), continued to say that if 
the organisation does not satisfy the needs of the internal customers, it cannot 
even try to start with satisfying external customers. The employees determine 
the degree of customer satisfaction.  
Jamali (2007:374) postulated that customer satisfaction is increasingly being 
considered as a ‘satisfying feeling towards the procedure of a service’. Yet, the 
importance of customer satisfaction is not restricted to commercial 
organisations, but is equally relevant to public service organisations and non-
profit organisations (Sharma & Gadenne 2008:303). In an effort to maintain their 
competitive edge and improve business performance, many organisations 
emphasise quality improvement efforts which are geared towards promoting 
customer responsiveness and thereby customer satisfaction. 
A review of the quality management literature revealed that continuous process 
improvement is one of the key features of a quality management program along 
with other attributes such as top management commitment and responsiveness 
to customer needs (Sharma & Gadenne 2008:303). Sharma and Gadenne 
(2008:303) further suggested that a quality management program leads to 
improved customer satisfaction. 
Customer satisfaction is recognised as an important part of corporate strategy 
and a key driver of the firm’s long term profitability and market value (Fornell 
2006:78). The question remains whether a firm’s Corporate Social Responsibility 
(CSR) initiatives lead to greater customer satisfaction. At least three literature 
streams point to such a link. Firstly, both the ‘institutional theory’ (Scott 
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1987:503) and  the ‘stakeholder theory’ (Maignan, Ferrell & Ferrell 2005:9) 
suggested that an organisation’s actions appeal to the multidimensionality of the 
consumer as not only an economic being but also a member of a family, 
community and country. Secondly, a strong record of CSR creates a favourable 
context that positively boosts consumers’ evaluations of, and attitude toward a 
firm (Brown & Dacin 1997:69). The third literature stream that enables us to 
relate CSR to customer satisfaction examines the antecedents of customer 
satisfaction. Perceived value for example, is a key antecedent that has been 
empirically shown to promote customer satisfaction (Fornell, Johnson, 
Anderson, Cha & Bryant 1996:9). In this context, customers derive better value 
and higher satisfaction from a product that is made by a socially responsible 
organisation.  
3.9 SUMMARY 
In this chapter the differences between performance management and 
performance appraisalwere discussedin order to explain the interactivity 
between the two concepts. The effectiveness of performance appraisal and the 
concepts of ‘balanced scorecard’ and ‘return on investment’ were discussed. 
Employee performance was discussed in detail as well as factors that can have 
an influence on employee performance, for example, the impact of Human 
Resource practices, evaluations of outcomes of employee performance, 
influence of pay on performance and self-evaluation. 
Organisational performance was discussed as well as different factors that can 
have an influence on it. The ‘balanced scorecard’ with reference to 
organisational performance was discussed as well as the influence of 
organisational values and human resource management in relation to 
organisational performance. 
The last section of the chapter focused on customer satisfaction. The 
importance of customer satisfaction and the influence thereof on the 
organisation’s results was discussed in detail as well as concepts such as 
customer loyalty and customer value. The chapter emphasised the 
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interdependence of performance management on employee and corporate level 
as well as the importance of performance management on client satisfaction.  
Chapter four focuses on the challenges of productivity, the benefits of 
productivity, productivity and the individual, as well as organisational 
performance, and the link between productivity and customer satisfaction. 
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CHAPTER FOUR 
A BRIEF OVERVIEW OF PRODUCTIVITY 
4.1  INTRODUCTION  
Businesses are facing increasing competition and are under severe pressure to 
cut costs. Moreover, businesses face escalating labour, energy or material costs 
and they are concerned about their business’ environmental impact. Productivity 
is a powerful tool to address these pressures and sharpen their competitive 
edge (Hughes 2009:5). Productivity is of great importance to any country, as the 
rate of productivity growth influences exports, standards of living, and choice of 
jobs (Hellriegel, Jackson & Slocum 1999:715).  
Productivity is also vital at an organisational level. A productive organisation is 
important, as not only will it contribute to the productivity of the economy, but it 
will guarantee the success of the organisation as well. Being productive is 
probably a first priority for setting organisational goals as productivity will 
undoubtedly maximise shareholders’ wealth in the long run. 
Chapter four investigates the nature and importance of productivity, productivity 
in South Africa, challenges and benefits of productivity and various theories 
concerning productivity.  
4.2  PRODUCTIVITY CONCEPT 
The concept of productivity is often seen as equivalent to job performance. This 
is however incorrect, as employee productivity is more a sub-element of job 
performance, than an exact equivalent to job performance (Robbins 2003:79). It 
is therefore, important to properly understand the productivity concept. 
Productivity can be defined as a performance measure including effectiveness 
and efficiency (Robbins 2003:22). Alternatively, productivity can also be defined 
as the ratio of output over input (Baxi 2010:1). 
Strydom (2006:26) defined productivity as the ratio of output over input of any 
business. Whilst Hughes (2009:7) referred to productivity as the measure of the 
organisation’s return on investment as well as an indicator of how efficiently an 
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organisation converts inputs into outputs. Plenert (2010:5) defined productivity 
as the overall measure of the ability to produce a good or service and how 
specified resources are managed to accomplish timely objectives stated in terms 
of quantity and quality. Therefore, productivity is an index that measures output 
(goods and services) relative to the input (labour, materials and energy) used to 
produce the output.  
However, productivity is often confused with efficiency which is seen as the ratio 
of the time needed to perform a task to some predetermined standard time. 
According to Plenert (2010:7) doing unnecessary work efficiently is not being 
productive. Thus, productivity is a measure of effectiveness (doing the right thing 
efficiently). Should an employee be sufficiently motivated to perform a specific 
task, the performance of the employee and the organisation benefits from it, it 
ultimately impacts on the productivity of the organisation as a whole (Plenert 
2010:8). 
In order to link the importance of performance reviews with productivity of an 
organisation, the nature and importance of productivity and productivity from the 
South African perspective needs to be further investigated. 
Many reasons for productivity to decrease, involve the human resources of an 
organisation, rather than its financial and physical resources. Therefore, it is 
obvious that the employee is of significant importance to the productivity of an 
enterprise, as productivity comes from people, not machines (Latham & Wexley 
1993:45).  
In addition, it is also important to consider productivity from the perspective of 
the individual employee. According to Robbins (2003:35), productivity can also 
be applied to an individual, as well as other variables such as a machine, firm 
and industry. Since it is management’s responsibility to control and motivate 
employees, it is important to clearly understand what management can do to 
increase employee productivity. There are a number of ways in which 
management can attempt to increase employee productivity, these are 
discussed later in this chapter. 
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4.3  BENEFITS OF PRODUCTIVITY 
Productivity is important to any country, as the rate of productivity growth 
influences exports, standards of living, and choice of jobs (Hellriegel et 
al.1999:715).  
The primary objective of every enterprise is to maximise shareholders’ wealth 
(Besley & Brigham 2005:16). Wealth maximisation cannot occur unless an 
organisation is productive, as productivity helps distribute wealth to all the 
organisation’s stakeholders. If the organisation can be more productive, it should 
be more profitable (Anderson 2003:2). 
According to the NPI (2007) the more productive an organisation, the more 
income it generates and saves for investment. This means that more jobs can 
also be created. Increased productivity within an organisation leads to higher 
wages for employees of the organisation, and also helps the customers of the 
organisation, by keeping costs down and offering competitive prices (Anderson 
2003:2). 
Morgan (1999:11) outlined the results of increased productivity for the 
organisation as follows: 
• The quality of products and services would be upgraded. This in turn would 
increase the organisation’s reputation and make it easier to achieve new 
sales targets. 
• The selling price of the products would be lowered, enabling the 
organisation to be more competitive. 
• The improved quality and fair price of the product would provide customers 
with value, and therefore enable the organisation to improve market share, 
and 
•  The organisation would make more profit, thereby strengthening its 
financialstatus. 
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Increased productivity does not only benefit the organisation, but it is also 
advantageous to the employees of the organisation. Apart from the obvious 
advantage of productivity to employees, namely compensation, there are other 
advantages for employees. Morgan (1999:12) suggested that employees would 
be more satisfied with their work, as it will flow better. Productive employees 
would also be able to enjoy greater job security as well as fringe benefits. 
Conversely, Lewis (2011:1) suggested that the improvement of productivity of 
anorganisation can lead to increased business, resulting in more benefits. These 
can include: increase in income/profitability; lowering running costs/operational 
costs; maximising the use of all of the organisation’s resources such as land, 
equipment/machinery, factory and workers; and gaining a greater share of the 
market. Improved cash flows mean more opportunity for the organisation to 
expand and grow (Lewis 2011:1). Michie, Oughton and Bennion (2002:5), 
confirmed the opinion of Lewis (2011) by stating that an increase in commitment 
and motivation can lead to increased productivity which ultimately leads to 
greater profitability of anorganisation. 
Profitability indicates a firm’s ability to increase revenue and control cost, whilst, 
high profitability for profit-maximising firms is always the ultimate goal to pursue 
(Yan-Quan, et al.2005:255-264). Yan-Quan et al. (2005:255) stated that either 
an increase in customer satisfaction or an improvement in productivity can be 
beneficial to enhance profitability. There are different opinions regarding the 
impact of productivity and customer satisfaction on the profitability of a business. 
Westlund and Lothgren (2001:386) for instance, demonstrated that productivity 
and customer satisfaction are compatible because an improvement in customer 
satisfaction decreases the time and effort spent by an employee in dealing with 
work, complaints, returns and warranties, and reducing the total cost of the 
organisation. Different findings are however, reported by Zeithaml (2000:69), 
who believed that the pursuit of high consumer satisfaction requires additional 
efforts in improving product attributes, and increasing operating and total costs 
resulting in diminishing returns. 
 
65 
 
RedPrairie (2002:6) suggested that there are some specific benefits of 
productivity management in retail distribution, for instance, retailers stand to gain 
many benefits from productivity management implementations and can achieve 
competitive advantage over other chains in their segment which might be slow to 
adopt advanced labour processes and technology.  
Furthermore, RedPrairie (2002:9) argued that increased labour productivity is a 
direct benefit that can increase the bottom lineof the organisation significantly. 
While, actual productivity gains vary depending on theorganisation’s specific 
circumstances; total improvement of at least 10 percent is common. According 
to RedPrairie (2002:9) the following are key benefits of productivity management 
for organisations:  
• Greater overall improvements: Productivity gains in certain areas (such 
as, order picking) can be substantially increased whilst some retailers can 
also expect to achieve greater overall improvements. The use of preferred 
methods, the development and reporting against discreet engineered 
standards and the combination of labour management software can in 
most cases lead to productivity gains. Therefore, productivity 
management offers significant labour cost savings that generate a rapid 
return on investment. 
 •  Improved resource utilisation: The ability to determine operating 
requirements across different timeframes (days, shifts), leads to better 
resource management. 
• Greater operations control: Production management systems provide 
distribution managers with superior levels of operational control. The 
adoption of the preferred methods to use as well as the adoption of 
software tools such as real-time operation monitoring that can measure 
activity and throughput, and add to the enhanced control of distribution 
managers. 
• Improved employee retention: The adoption of productivity 
management almost inevitably increases employee retention. Employee 
turnover decreases once employees are offered training that will lead to 
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doing their jobs right. Fair and accurate feedback about their performance 
will also increase employee retention. This in turn reduces turnover costs 
and is especially beneficial in current marketing conditions. 
 • Ability to implement employee incentive programs: The foundation for 
incentive programs are fair, accurate and easy to administer, and can 
often be found in the implementation of supporting management systems. 
Employee retention programs add to an increase in employee satisfaction 
and retention, ultimately resulting in an increase in productivity. 
RedPrairie (2002:12) stated that discrete standards and supporting labour 
management software provide the necessary foundation for incentive programs 
that are fair, accurate and easy to measure and administer. Furthermore this 
increases employee satisfaction and retention, whilst the organisation benefits 
from the resulting increases in productivity. According to RedPrairie (2002:14) a 
way of assessing an increase in productivity, is the measurement of total 
through costs. This activity-based costing on a granular level enables retailers to 
easily and accurately measure the cost of logistics by stock keeping units (SKU) 
and vendors. Thus, the benefits retailers can gain through a productivity 
management system are substantial. 
4.4  THE IMPACT OF PRODUCTIVITY ON THE ECONOMY 
A competitive economy is critical to all countries, and South Africa is no 
exception. A competitive economy will drive economic growth and determine the 
standard of living of the population. Economic growth is a function of three prime 
factors: growth in labour; growth in capital; and growth in productivity (Skhosana 
1999:21-22). The economic well-being of a country can be enhanced through 
productivity improvement. An improvement in productivity can lead to increased 
global competitiveness, thus, encouraging foreign companies to invest money in 
the domestic economy. Productivity also engenders improvement in both the 
quality and quantity of domestic economic output (Global productivity report 
2009-2010:63).  
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According to Skhosana (1999) economic productivity can be illustrated by using 
the following equation:                                            
                                Productivity =  GDP/ labour and capital 
Looking at the equation, it must be noted that productivity is closely related to 
the definition of standard of living, which is expressed as GDP per capita. This 
means that by growing South Africa’s productivity levels it will in turn contribute 
to the prosperity of all South Africans. The International Labour Organisation 
agrees, stating that the individual and collective productivity of a country 
ultimately determines the degree of economic prosperity, and thus the standard 
of living (Parsons 1999:16-17). 
Figure 4.1 illustrates how productivity and economic growth can lead to a higher 
standard of living. As can be seen in Figure 4.1, the quality of workforce and 
quality of capital and systems affect the total factor productivity (TFP). The TFP 
simply measures the efficiency of utilisation of both capital and human 
resources. Productivity depends on factors such as capital per worker (capital 
intensity) and TFP growth. An increase in these two factors would lead to higher 
productivity. Higher productivity leads to higher GDP, which in turn leads to a 
higher standard of living (Skhosana 1999:22-23). It is therefore evident that 
productivity is vital to increasing the overall quality of life for all individuals living 
within a country. An increase in productivity leads to an increase in economic 
prosperity, which in turn will benefit the individual (NPI 2007).The National 
Productivity Institute (NPI 2007) stated that a productive national economy will 
increase the personal income of workers, and lower the rate of inflation in the 
long run. When an economy increases its productivity levels it becomes more 
competitive and also tends to lower the rate of unemployment. Furthermore, a 
productive economy would mean higher wages and lower product prices for the 
individual (Parsons 1999:16). 
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Figure 4.1: Productivity Framework 
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An increase in productivity will be in the best interest of the whole country and its 
inhabitants. This means that by growing South Africa’s productivity levels it will 
in turn contribute to the prosperity of all South Africans.  
In South Africa, productivity has been edging closer to the standards of 
international counterparts. Since 2002, South Africa has kept productivity at a 
constant level, but could not rise above the three percent productivity growth 
margin (Mokgata 2007). This is evident from South Africa’s ranking in the 
International Management Development (IMD) World Competitive Yearbook 
(2011). South Africa from 2007 to 2011, has been ranked between 53rd and 
44th place out of the 59 countries evaluated (IMD 2011).  Table 4.1 shows South 
Africa’s overall productivity rating, compared to five other randomly selected 
countries, between 2007 and 2011.  
Table 4.1: Overall productivity ratings from 2007-2011 
 2007 2008 2009 2010 2011 
Australia 12 7 7 5 9 
Japan 24 22 17 27 26 
Russia 43 47 49 51 49 
South Africa 50 53 48 44 51 
United Kingdom 20 21 21 22 20 
United States 1 1 1 3 1 
 
(Source: Adapted from IMD World Competitiveness Yearbook 2011:50) 
Table 4.1 shows that South Africa’s productivity rankings have been consistent 
for a number of years. However, the release of the 2011 IMD World 
Competitiveness Yearbook reveals a drastic drop in South Africa’s rankings. 
South Africa’s ranking has dropped from 38th position in 2006 to 50th position in 
2007. The IMD rankings are drawn from a combination of data, and are based 
on four main competitive factors, namely, economic performance, government 
efficiency, business efficiency and infrastructure (National Productivity Institute 
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(NPI) 2007.Table 4.2 shows the factors of competitiveness for South Africa from 
2007 to 2011, and their respective rankings. 
Table 4.2: Factors of competitiveness in the South African economy 
FACTORS 2007 2008 2009 2010 2011 
Overall Ranking 50 53 48 44 52 
Economic 
Performance 54 55 56 56 54 
Government 
Efficiency 35 28 26 21 32 
Business 
Efficiency 32 38 30 31 40 
Infrastructure 55 55 54 51 56 
 
(Source: Adapted from the IMD World Competitiveness Yearbook 2011) 
Explanations for South Africa’s decline in world competitiveness can be 
attributed to a number of reasons. The NPI (2007) highlighted some of South 
Africa’s weaknesses in each category of competitiveness, namely: 
• South Africa’s economic performance was weakened by the country’s 
high unemployment rate and low GDP per capita. The country’s 
unemployment rate is currently at a staggering 24%. It is also estimated 
that more than 40% of households in South Africa fall below the official 
poverty line of $53 per month. 
• Weaknesses in the country’s government efficiency included exchange 
rate stability, personal security and private property protection, labour 
regulations which hindered business activities, and discrimination which 
hindered economic development. 
• South Africa’s business efficiency was weakened by the country’s skilled 
labour. South Africa is ranked last in the IMD yearbook in terms of skilled 
labour. The availability of finance skills and competent senior managers 
was also a problem which the country experienced. Another major 
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problem which frequently occurs in South Africa is the brain drain 
phenomenon. On average more than 9 000 professionals leave South 
Africa every year to find employment overseas. This impoverishes the 
country of much needed skills. 
• Infrastructure measures the extent to which basic, technological, 
scientific, and human resources meet the needs of businesses. South 
Africa’s infrastructural weaknesses included the availability of qualified 
engineers and the high internet costs which were imposed on the country. 
South Africa’s health situation was also a major weakness, as the country 
experienced problems in terms of life expectancy at birth. 
According to the goals of NPI (2007) South Africa should try to increase the 
economic growth rate from 3% to 7% per annum by 2010 and reduce the 
unemployment level to under 15% by 2011. According to the World Competitive 
Report (2009) the most severe challenges faced by South Africa for 2010 and 
beyond were to protect the poor, to build capacity for long-term growth through 
investment spending, sustain employment growth and maintain sustainable debt 
levels. Increasing competitiveness and exports are also a priority, as well as 
promoting skills for the benefit of a broader economy. South Africa could 
increase its competitiveness and productivity by addressing each of these 
problems. Many emerging nations are rapidly catching up in competitiveness to 
the country ranked number one, the United States of America (see Table 4.1). 
Countries such as China, Singapore, Hong Kong, Russia and India are closing 
this gap at a rapid pace (Chandler 2004:20). 
There are 15 other countries rated in the IMD World Competitiveness Yearbook 
which have lost ground compared to the top countries.One of these countries is 
South Africa (NPI 2007). A UN report found that it took more than 17 South 
Africans to do as much work as one United States employee. In other words, a 
South African employee produced $3716 a year, whereas an American 
counterpart produced $63885 a year (Laing 2007).  
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These are not good signs for South Africa and other parts of Africa that are 
falling behind. South Africa’s neighbour, Zimbabwe, has done poorly, as its 
productivity has slipped to 75.5% of what it was in 1980. This in turn has 
resulted in Zimbabwe having an economic slump, with Zimbabwe having the 
highest inflation rate in the world (Laing 2007). 
4.5 PRODUCTIVITY THEORIES 
Over the years many theories have been developed with the intention of trying to 
make employees more productive. A number of the more relevant theories will 
be discussed briefly in this study. 
4.5.1 Theory X and Theory Y 
Among one of the best-known of all management theories is McGregor’s Theory 
X and Theory Y. McGregor proposed that there are two distinct views of human 
beings. One basically being negative, labelled Theory X, and the other positive, 
labelled Theory Y (Nash 1985:11). 
Robbins (2003:157) stated that according to Theory X, managers hold certain 
assumptions regarding employees. These assumptions generally relate to 
employees inherently disliking work. This means that employees will attempt to 
avoid work whenever possible, and must thus be coerced into doing work. In 
terms of the Theory X viewpoint employees will avoid responsibility and place 
security above all other factors associated with work. 
In contrast to Theory X, Theory Y managers view employees far more positively. 
Employees under the Theory Y assumption enjoy work, are creative and seek 
responsibility. The theory also states that people will exercise self-direction and 
self-control if they are committed to the objectives (Robbins 2003:157). 
It is important to note that the Theory X managerial viewpoint has been known to 
cause friction between management and workers, resulting in poor productivity 
(Nash 1985:12). Therefore, it is believed that Theory Y assumptions are more 
valid. It is believed that by involving employees in decision making, giving them 
some responsibility, and challenging them somewhat would maximise 
employees’ motivation to be more productive (Robbins 2003:157). 
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4.5.2 Equity Theory 
The equity theory is best known through the work of Adams. According to this 
theory perceived inequity is a motivating state. The equity theory is concerned 
with individuals’ belief about how fairly they’re being treated compared to their 
peers (Hellriegel et al. 1999:474). In other words, when individuals believe that 
they have been treated unfairly in comparison to others, they will try to eliminate 
the discomfort and attempt to restore a sense of equity to the situation.  
According to Schermerhorn (1996:151) the sense of inequity is based on the 
equity comparison where individual rewards and efforts are compared with 
other’s rewards and efforts.According to the theory, people who feel overpaid 
have been found to increase productivity. On the other hand, people who feel 
underpaid tend to reduce their work efforts to compensate for the missing 
rewards (Schermerhorn 1996:151). Therefore, the equity theory states that the 
way rewards are perceived by the recipients will largely determine how they 
perform. 
4.5.3  Expectancy Theory 
One of the most widely used explanations of motivation is Victor Vroom’s 
expectancy theory. The theory suggests that employees choose among 
alternative behaviours by considering which behaviour will lead to more desired 
outcomes (Hellriegel et al. 1999:483).  
In more practical terms, the expectancy theory stated that an employee would 
be motivated to exert a high level of effort when he/she believed that the effort 
will lead to good performance appraisal. The employee then believes that the 
good appraisal will lead to an organisational reward, and the reward received will 
satisfy the employee’s personal goals (Robbins 2003:173). Thus, the 
expectancy theory believes that rewards are a way of getting employees to be 
more productive. 
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4.5.4  The Goal-setting Theory   
The goal-setting theory was introduced by Edwin Locke in the 1960’s. The basic 
principle of the theory is that when an individual has specific goals of 
performance, the performance will be greater than when specific goals are 
lacking (Nash 1985:23). It is therefore possible for management to control 
worker productivity by setting specific goals that employees should achieve. 
Robbins (2003:166) added that by setting specific challenging goals, employees 
will produce a higher level of output than a general goal does. Nash (1985:24) 
agreed, stating that a degree of difficulty of the goals is crucial to the 
achievement of a high level of productivity. Nash (1985:24) also pointed out that 
although specific challenging goals are important, goals should not be set so 
high that large discrepancies between actual and targeted performances are 
inevitable. 
4.6 PRODUCTIVITY CHALLENGES 
There are numerous reasons for a decline in productivity. Some of the more 
common reasons include: inadequate capital outlay, reduced investment in 
research and development, increased government regulations, the shift from a 
manufacturing economy to a service economy, increased taxation, a changing 
workforce that includes more women and older employees, alienated workers 
who are no longer motivated to produce, lower overall quality of labour, more 
powerful labour unions, and fewer and lower-quality natural resources (Nash 
1985:1). 
The average worker is aware that increased productivity efficiency and 
effectiveness are all too often synonyms for retrenchment (Mogai 1999:9).This is 
because productivity increases can have a negative impact on employment. 
Explanations for why this may occur can be contributed to economic production. 
If productivity increases and economic production remains the same, 
organisations would then require fewer workers to produce the same output 
(Callahan 2002:9). However, it is in the best interest of all employees to 
disregard the belief that an increase in productivity may make their jobs 
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redundant. All employees should therefore be focused on increasing 
productivity, as productivity is the key to future prosperity. 
Plenert (2010:8) stated that the challenge of productivity lies in the effectiveness 
of the measurement thereof. Productivity is difficult to measure and can only be 
measured indirectly, that is, by measuring other variables and then calculating 
productivity from them. This difficulty, according to Plenert (2010:8), stems from 
the fact that inputs and outputs are not only difficult to define, but also difficult to 
quantify.  Hughes (2009:10) suggested that the complexity of productivity indeed 
makes it very difficult to measure effectively. Furthermore, one should rather 
measure total factor productivity (TFP) than partial measures as it includes all 
the combined outputs and inputs of a production unit. An effective measurement 
program combines productivity measurements into an overall rating of 
performance. Plenert (2010:10) concluded that within a time period, productivity 
measures can be used to compare a firm’s performance with the measures 
obtained at an earlier stage, withparticular reference to comparisons against 
industry-wide data, with similar firms and competitors and among different 
departments within the firm.  
Weaver (1996:93) disputed claims made by Plenert (2010:1) and Hughes 
(2009:2) by stating that performance review is one of the seven ‘deadly 
diseases’ of corporations. Moreover, many managers have called individual 
performance reviews a waste of time and said that it does not improve 
productivity or quality. Weaver (1996:93) claimed that most people that receive 
evaluations are dissatisfied with their review. Even though research showed that 
60 to 70 percent of all employees received satisfactory or higher ratings, most 
were still critical of their own performance reviews (Weaver 1996:93). This could 
lead to poor implementation of performance appraisals in organisations. Weaver 
(1996:94) suggested that companies should start to focus on continuous 
improvement reviews as an alternative to performance reviews. Weaver 
(1996:94), further suggested that companies should use the 360-degree review 
option where employees and managers are reviewed by their peers –which will 
resultin a comprehensive bottom up and top down approach. This view however 
requires a more in-depth study to determine the criteria for the effective 
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implementation of performance management in organisations and whether the 
motivation of employees plays a role in the process. 
It would thus seem that the measurement of productivity is indeed one of the 
most important challenges in productivity. This study took cognisance of the fact 
that the measurement of productivity could have a direct impact on performance 
measurement if the correct measurement instrument is not used. This in return 
can lead to influencing the overall motivation of the employee which would 
ultimately influence customer satisfaction. 
4.7  PRODUCTIVITY MEASURES 
There are many different productivity measures. The choice between them 
depends on the purpose of productivity measurement and in many instances the 
availability of data. 
According to the Organisation for Economic Co-operation and Development 
(OECD) (2001:11-13), the following are some of the major objectives of 
productivity management that can be considered as productivity measures, 
namely: 
• Technology: Technology is a frequently stated objective for measuring 
productivity growth to trace technical change in an organisation. 
Technology is described as the currently known ways of converting 
resources into outputs desired by the economy, and appears either in its 
embodied form (such as advances in the design and quality of new 
vintages of capital goods and intermediate inputs) or in its disembodied 
form (such as blueprints, scientific results and new organisational 
techniques). 
• Efficiency: The quest for identifying changes in efficiency,which is 
conceptually different from identifying technical challenge.Furthermore, 
when productivity measurement concerns the industry level, efficiency 
gains can either be due to a shift of production towards more efficient 
establishments or can be due to improved efficiency in individual 
establishments that make up the industry. 
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• Real cost of savings: Productivity is typically measured residually and 
this residual also captures changes in capacity utilisation, learning by-
doing and measurement errors of all kinds. 
• Benchmark production processes: Comparisons of productivity 
measures in the field of business management can help to identify 
inefficiencies. Typically the relevant productivity measures are highly 
specific and expressed in physical units. e.g. cars per day. This fulfills the 
purpose of factory-to-factory comparisons but has the disadvantage that 
the resulting measures are difficult to combine. 
• Living standards: A simple example is per capita income; probably the 
most common measure of living standards. Income per person in an 
economy varies directly with one measure of labour productivity and value 
added per hour worked.  
4.8  PRODUCTIVITY AND INDIVIDUAL PERFORMANCE 
The contradiction as to whether motivation leads to productivity or whether 
productivity leads to motivation was highlighted recently by Albano (2010:1). 
Although widely debated by researchers, Albano (2010:1) stated that these 
concepts should be seen as interactive; thus, one impacting on another, and the 
other impacts on it in return, or even simultaneously. Thwala and Monese 
(2008:3) gave substance to this argument by stating that motivation plays a part 
in enhancing productivity. According to Thwala and Monese (2008:3), higher 
productivity indicates that the final result of a project would be achieved much 
sooner and this in turn creates satisfaction for both the employees and the 
organisation. Another element to consider is the way in which managers 
influence productivity through the influence of workers’ attitude, which is a major 
element in worker motivation and in determining how much work will be 
accomplished (Thwala & Monese 2008:3). 
Head (1994:55) suggested that most of the combined economic value that an   
organisation creates is generated through its activities and human intelligence. 
Inanimate objects and other assets, with the possible exception of an 
organisation’s financial assets that earn interest and dividends, generate no 
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value until they are energised by human thought and action (Head 1994:55). 
Moreover, the higher the productivity of individuals within an organisation, the 
higher the productivity and value of the organisation. 
According to Head (1994:56) certain factors influence thehuman productivity 
potential in organisations. Some of the factors mentioned include education and 
training and job satisfaction. Yang and Zheng (2010:300) referred to flexi-time as 
flexible working hours or flexible scheduling, providing employees with some 
discretion of specific hours of the day or week when the work is to be performed. 
Yang and Zheng (2010:309) further argued that flexi-time allows employees to 
make more efficient use of their own circadian rhythm, increasing their job 
satisfaction and their job performance, ultimately leading togreater productivity of 
an organisation. Flexible hours fall under incentives that organisations offer to 
employees as part of motivation. 
Wanyama and Mutsotso (2010:73) stated that companies with the strongest 
financial performances often have employee populations reporting high levels of 
employee satisfaction. On the contrary Bruce and Ira (2002:71) suggested that 
companies with poor financial performance can also have high levels of 
employee satisfaction. Table 4.3 exhibits some of the above average 
characteristics that highly satisfied groups of workers experience (Wanyama & 
Mutsotso 2010:74). A Watson Wyatt Worldwide study cited in Wanyama and 
Mutsotso (2010:74), found that the practice of maintaining a collegial, flexible 
workplace was associated with the second largest increase in shareholder 
value, suggesting that employee satisfaction is directly related to financial gain.  
Table 4.3: Characteristics experiences by satisfied employees 
Characteristic Percentage 
Customer loyalty 56 
Productivity 50 
Employee retention 50 
Profitability 33 
 
(Source: Adapted from Wanyama & Mutsotso 2010) 
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Bloom, Dorgan, Dowdy and van Heerden (2007:5) suggested that the 
improvement of management practices were associated with large increases in 
productivity of organisations as well as their output. Furthermore, a single point 
improvement in management practice is associated with the same increase in 
output. Barber, Hayday and Bevan (1999:5) argued that employee satisfaction 
and employee commitment was related to sales increases. Moreover, the quality 
of line management, as perceived by staff, emerged as an important link in this 
value chain through impact on employee commitment. This evidence supported 
the high interest in managers as motivators of staff who consequently produce 
better business results. Thompson (2000:4), however,  found that organisation 
performance and productivity for example, in over 600 aerospace 
establishments,were not related to total management development spend, but 
that high performing firms spend more of their management development budget 
on people management skills. Iheriohanma (2009:122) stated that organisations 
need autocratic and practical leadership not only to integrate the factors of 
production, but to motivate the workforce to ensure achievement of 
organisational goals. 
Minqui (2003:359) maintained that workers’ participation in management could 
make an important contribution to productivity and innovation as they could 
improve information communication, lower monitoring costs, encourage the 
accumulation of human capital, and enhance workers’ motivation.  Levine and 
Tyson (1990:187,188) suggested that participation itself may raise workers’ 
morale and satisfaction, increase their commitment to the firm’s goals, and 
promote trust and goodwill to their fellow workers. These positive psychological 
effects could contribute to higher productivity. Michie et al.(2002:5) stated that 
owning shares can provide employees with financial incentives that can make 
them more committed to the organisation and thus more motivated to work. If 
the organisation becomes more profitable, employees will gain financially 
through dividend payments and an increase in share price. According to Michie 
et al. (2002:5) greater motivation can have a direct effect on improving 
productivity through greater effort and possibly innovation. Moreover, an added 
benefit can be greater commitment to the firm by the employees which could 
result in a reduced labour turnover, thus making it worthwhile for firms to invest 
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in the training of the workers. Conyon and Freeman (2001:2) maintained that 
firms and establishments with shared compensation arrangements, perform 
better than those having other forms of productivity and financial performance. 
The question as to what is actually causing the improved performance; 
increased commitment and motivation, or the financial incentive, needsfurther in 
depth research. 
4.9   PRODUCTIVITY AND ORGANISATIONAL PERFORMANCE 
According to Page, Jagger, Tamlin and Henwood (2006:1) measuring the impact 
of organisational performance of productivity on an organisation indeed seems 
problematic when considering the literature available on the subject. In addition, 
organisations tend not to operate within an economic model where the impact of 
variables on measures of performance can be measured individually. Many 
internal and external factors are continually competing against each other and 
are in practice likely to be impossible to disentangle.In contrast, measures of 
innovation are commonly used as another measurement of productivity. 
Moreover, innovation might be considered to relate to improved practices, 
processes, equipment or products (Shipton, West, Patterson & Birdi 2006:22). 
These improvements, in turn, drive future productivity and profitability. 
Innovation can be measured using a subjective rating of the rate of product or 
market innovation, or by measuring change in the number of new or adapted 
products over a fixed period of time (Shipton et al. 2006:24). 
When using productivity as a measure of organisational performance, it is 
important to note that for example, the United Kingdom government has 
identified five main drivers of productivity, namely: investment, innovation, skills, 
competition and enterprise (Lindsay 2004:447). Therefore, measures of 
productivity are likely to be affected by many other influences. In addition, where 
prices do not reflect the quality and cost, for example, where firms have market 
power, the reliability of measures such as productivity will be affected (Lindsay 
2004:10). 
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Page et al. (2006:3) developed a set of ‘core’ measures of organisational 
performance that have general application to enable benchmarking and 
comparisons across sectors. According to Page et al. (2006:3) the following are 
examples of the set of ‘core’ measures, namely: 
• Productivity: Productivity can be measured using net-added value per 
hour worked or net-added value per worker. This measure however, can 
be affected by investment other than those in skills and training, for 
example in capital invested in an employee. 
• Profitability: Return on assets is a useful measure of profitability, and 
measures how well companies are using their assets to generate 
earnings. However, values can vary substantially between companies and 
between sectors and therefore for wider benchmarking purposes, profit 
per employee might be more effective. 
• Quality: Manufacturing organisations can estimate quality using the 
number of defects in a given number of products. More often customer 
satisfaction can be used. How customer satisfaction is measured is likely 
to vary from organisation to organisation. 
• Innovation: Sales in Rand value from new or adapted products or 
services is a measure that can be used to benchmark innovation across 
sectors and which take the success of innovation into account. 
Grover and Crooker (1995:280) specifically looked at the relationship between 
work-family practices and organisational performance that focus on employee 
attitudes and behaviours that affect organisational outcomes such as retention 
and productivity. Grover and Crooker (1995:282) postulated that employees who 
have access to responsive policies show significantly lower intentions to quit 
their jobs and greater organisational commitment behaviour that leads to higher 
productivity. Berg (2004:5) stated that most of the studies on work-family 
practices and organisational performance focus mainly on the benefits offered 
by the organisations. Little attempt has been made to measure the cost of these 
programs or their net-effect on the productivity of organisations (Berg 2004:4). 
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4.10  PRODUCTIVITY AND CUSTOMER SATISFACTION 
Customer satisfaction as defined by Rust, Moorman and Dickson (2002:8) as 
the overall quality of the outputs of an organisation as perceived by customers. 
This concept is believed to be linked to behavioural and economic 
consequences beneficial to firms in the long-run (Rustet al. 2002:8). Rust and 
Olivier (2000:90) postulated that higher customer satisfaction significantly 
benefits the pursuing firms in ways such as: increased consumer loyalty, better 
reputation, reduced price elasticity and lower future transaction costs. The 
benefits from high consumer satisfaction can also be reflected in the low costs of 
satisfying long-term customers as opposed to the higher costs of attracting new 
customers, and that long-term customers tend to bring higher profitability to firms 
(Yan-Qun et al. 2005:254). Other evidence supporting the link between superior 
quality, or higher customer satisfaction and increased economic returns can be 
found in literature from Rust and Oliver (2000:88). 
Profitability is a good measure of a firm’s ability to increase revenue and to 
control costs. Although it is evident that increased customer satisfaction and 
improved productivity is beneficial to enhancing profitability (Yan-Qunet al. 
2005:254), there is disagreement concerning the impact of productivity and 
consumer satisfaction in profitability. According to Westlund and Lothgren 
(2001:387), productivity and consumer satisfaction are compatible because 
improved consumer satisfaction decreases the time and effort devoted to handle 
rework, returns, warranties and complaints, thus, helping to reduce total cost. 
Zeithaml (2000:69), however, argued that the pursuit of higher customer 
satisfaction requires additional efforts in improving product attributes, increases 
operating and total costs, and thus results in diminishing results.  
Anderson, Fornell and Rust (1997:328) maintained that the conflicting 
viewpoints should be explained in the context of the different interactions 
between productivity and consumer satisfaction in achieving profitability that 
exits for different industries. According to the proponents of customer 
satisfaction such as Edvardsson, Johnsson, Gustafsson and Strandvik 
(2000:920) who believed that while both productivity and consumer satisfaction 
are positively related to profitability for goods and services, the interactive effects 
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between the two in achieving profitability is positive for goods but negative for 
services. This suggests that goods are more standardised and hence, consumer 
satisfaction could be persued less costly, while services are more customised, 
resulting in fulfilling consumer satisfaction being more costly. 
4.11 SUMMARY  
In this chapter the study focused on the concept of productivity and the 
difference between productivity and efficiency. From the literature on the 
challenges of production, measurement of these concepts still remains a 
contentious issue. The importance of productivity in the broader economic 
spectrum was discussed briefly and productivity in South Africa was compared 
to a few other countries. The productivity theories such as Theory X and Theory 
Y from McGregor, the Equity theory by Adams, the Expectancy theory of Vroom 
and the Goal-setting theory of Locke were discussed to understand the 
differences in these theories. The benefits and the challenges of productivity 
were addressed as well as productivity measures, individual performance and 
organisational performance. The chapter concluded with productivity and 
customer satisfaction which eluded to the fact that one of the challenges of 
productivity remains the manner in which productivity is measured in an 
organisation; whether it is through individual performance reviews or 360 degree 
peer reviews. 
In the following chapter independent variables that influence motivation in the 
workplace are investigated in order to build the conceptual model for this study. 
These variables include hygiene factors, attitudes, job satisfaction, self-
actualisation, rewards, communication and leadership. A brief overview of 
individual performance and the dependant variables, organisational performance 
and customer satisfaction,is also given. In the next chapter the study 
encapsulates the importance of all these variables for this study and states three 
different sets of hypotheses that were tested. 
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CHAPTER FIVE 
A  MODEL FOR EMPLOYEE PERCEPTIONS REGARDING THE IMPACT OF 
MOTIVATIONAL FACTORS ON EMPLOYEE PERFORMANCE 
 
5.1   INTRODUCTION 
Employees are engaged when their jobs attract and hold their attention and they 
are deeply involved in their work (Maylett & Riboldi 2008:3). According to Maylett 
and Riboldi (2008:3) the impact of engagement is significant, for instance, higher 
retention, increased productivity, customer satisfaction, increased rates of 
innovation and better quality are a few benefits that organisations gain through 
genuinely engaged employees. The benefit of being engaged at work is mutually 
beneficial for the employee, employer and customers. A more rewarding job to 
the employee is envisaged, to the employer, engagement translates into 
productivity and retention and to the customer, experienced employee 
engagement results in better quality and retention. Organisations need 
motivated employees to help them to survive (Lindner 1998:2). Furthermore, of 
all the functions that a manager performs, motivating employees is the most 
complex and most important. 
5.2 THE MODELED MOTIVATIONAL FACTORS INFLUENCING 
EMPLOYEE PERFORMANCE IN THE   WORKPLACE 
To compare the null hypotheses statements to the alternative hypotheses stated 
below, it is important to note why the researcher decided on the factors that 
contributed to the conceptual model. Rost (1993:3) defined the leadership 
process as an influence relationship amongst leaders and followers who intend 
to effect real changes that reflect their mutual purposes. Both followers and 
leaders and the positions that may switch back and forth are encapsulated in 
this process. Not only must the leader know what motivates the follower but the 
follower must know what motivates the leader. The influence of this relationship 
according to Rost (1993:42) is based on persuasion. In order to persuade 
someone, a leader must be capable to motivate a person, thus motivating 
factors may reflect mutual purposes. 
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 A leader may be motivated by the need for a raise, a promotion or just 
recognition. These factors or a set of entirely different factors may motivate the 
follower. It would thus seem that it is critically important for a leader to recognise 
and understand the motivation process as it could inspire fellow workers into 
desired actions. If a follower is motivated by achievement needs such as 
recognition, then rewarding the follower with power may not be effective (Nelson 
2009:1). 
Pinder (1998:11) defined work motivation as a set of energetic forces that 
originate both within, as well as beyond an individual’s being, to initiate work-
related behaviour, and to determine its form, direction, intensity and duration. 
Both internal and external motivation factors, referred to as energetic forces, are 
thus present in this definition. If a leader observes that one is motivated by an 
internal factor such as the need to be productive, or an external factor such as 
money, he/she should recognise those factors within the workplace.  
As leaders, managers are often responsible for the performance of an 
organisation. It is important that they understand factors that can influence 
individual and organisational performance. Effective communication as well as 
the leadership styles of managers, could have an impact on how much 
individuals are motivated in an organisation. According to Dems (2012:1) it is 
evident that a motivated employee leads to higher productivity and increased 
organisational performance. Employees who experience job satisfaction tend to 
care more about their customers and would therefore make an additional effort 
to please customers. Satisfied customers tend to stay with organisations, 
effectively reducing the cost of acquiring new customers and increasing 
productivity (Swartz 2005:1). 
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Figure 5.1: The modeled influences and outcomes of employee 
performance as perceived by employees 
 INDEPENDENT VARIABLES                                  DEPENDENT VARIABLES 
  
           Ha9 
 
7.  
8.    Ha1   Ha1 
9.  
Ha² 
Ha7   Ha2      Ha7 
  
Ha³   Ha3   
   Ha8 
10. Ha4 Ha4     
     
11. Ha5   Ha5  
12.  
Ha5H7   Ha6 
          Ha10 
 
 
 
 
(Source: Own construction) 
The theoretical framework of motivational factors influencing employee 
performance and the effect of employee performance on customer satisfaction 
and organisational performance, depicted in Figure 5.1, serves as the bases for 
this study.  A number of major influences on, and outcomes of employee 
performance are modeled. These influences are motivational factors, namely, 
hygiene factors, attitude, job satisfaction, self-actualisation, rewards, 
communication and leadership styles.  
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5.2.1 Hygiene Factors 
Hertzberg’s Two–Factor theory divides motivation and job satisfaction into two 
groups of factors: motivational factors and hygiene factors (Riley 2005:5). 
Herzberg (2003:1) termed the sources of work satisfaction “motivational factors”. 
These sources include the work itself, achievement, recognition, responsibility 
and opportunities for advancement and growth. These factors relate to job 
content and are associated with positive feelings about their work (Smit et al. 
2007:342). 
According to Hertzberg (2003:2) the sources of work dissatisfaction “hygiene 
factors” include job content, salary, interpersonal relations (supervisor and 
subordinates) organisation policy, status and job security. If the organisation 
provides adequately for hygiene factors there will be no dissatisfaction, however, 
if they are not in place it will cause dissatisfaction (Smith et al. 2007:343). 
Herzberg’s two-way factor theory differentiates factors between intrinsic and 
extrinsic motivators. Intrinsic motivators, known as job content factors define 
things that people normally do in their work place; their achievements and 
responsibilities (Riley 2005:6). These factors influence the level of job 
satisfaction of an employee. Job context factors are extrinsic factors that the 
employee have no control over for example the environment in which they work 
and the nature of the work itself. Hertzberg (2003:3) however stated that the 
opposite of satisfaction is not dissatisfaction, but rather no satisfaction (Riley 
2005:6). Similarly, the opposite of no satisfaction is not dissatisfaction. 
Smith et al. (2007:343) maintained that the theory in itself makes some valid 
recommendations for managers. They should eliminate dissatisfaction ensuring 
that pay, working conditions, organisation policies and other job context factors 
are reasonable and appropriate. To enhance motivation for example, managers 
should provide opportunities for growth, achievement and responsibility and job 
restructuring (job enrichment) should be continuous to contribute to motivation. 
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Management theorists according to Smith et al. (2007:344) tend to downplay the 
role of money as a motivator. Most theories accept that money is a motivator 
under certain conditions. In Herzberg’s motivational theory (2003:1), 
organisations link monetary rewards such as a performance bonus inrecognition 
of good performance as a motivator. The equity theory suggests that pay is used 
as a measurement for fair treatment by comparing it to outputs.According to the 
expectancy theory money is a motivator if employees perceive that good 
performance results in a monetary reward that they value highly (Smith et al. 
2007:353). Amar (2004:91) supported Smith’s argument by stating that 
managers that reward performance with only money, in many ways, miss a 
valuable opportunity, as there are other more powerful motivators of workers 
such as the freedom and flexibility in the workplace. 
Thierry’s (2001:151) reflection theory of ‘compensation’ is particularly instructive 
in respect of the relationship between pay level and self-esteem. Thierry 
(2001:151) proposed four ways in which pay can be meaningfulto an employee, 
namely: motivational (instrumentally), relative position (feedback and status), 
control (autonomy) and spending (what can be purchased with the pay). 
According to Thierry (2001:151-152): “The pay an individual receives 
encompasses a variety of meanings that we consider to be vital for a person’s 
self-identity.Pay reflects information about what is happening in other fields 
[external to the person], and the meaning of which connects to the person’s self-
identity”.  
Smith et al. (2007:355) postulated that organisations should design work in such 
a way that greater scope for personal achievement and growth is built into the 
job. Job enrichment is an important motivational technique because greater 
scope for personal achievement and recognition is built into the job which leads 
to greater job satisfaction. Thornton (2010:1) stated that job security is an 
employee's assurance or confidence that they will keep their current job. Certain 
professions or employment opportunities inherently have better job security than 
others; job security is also affected by a worker's performance, success of the 
business and the current economic environment. 
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Thornton (2010:1) elaborated on this view by adding that a good indicator of the 
current job security held by the majority of the workforce is the strength or 
weakness of the business environment. Job security is often reflected in the 
country's unemployment rate and whether the country is in an economic 
expansion or recession. Personal job security is more likely to be affected by 
factors such as education, experience, skills, performance and abilities. The 
more an organisation needs an employee's specific skills and experience, the 
greater the job security. The less specialised these skills become, the less job 
security is enjoyed because of the availability of a replacement. Clark and 
Postel-Vinay (2009:207) postulated that employees feel more secure in 
permanent public sector jobs and least secure in temporary jobs, with 
permanent private sector jobs occupying an intermediate position. The study 
also indicated that in countries where jobs are more protected, workers feel less 
secure. 
Thornton (2010:2) further argued that an employee with a high level of job 
security will often perform at a higher level and display increased concentration 
abilities than an employee who is in constant fear of losing his/her job. Although 
this fear can increase motivation in certain situations, a lack of job security can 
be a source of distraction and result in undue stress and low morale that hinders 
an employee's overall performance. The relationship between benefit and threat 
perceptions and supervisors’ ratings of job performance and employees’ job 
security were investigated by Kraimer, Wayne, Robert and Sparrowe 
(2005:399). Their study revealed that a positive relationship existed between 
benefit perceptions and performance, and employees with a high job security. 
For those with low job security however, there was a negative relationship 
between threat perceptions and performance. Wiley (1997:5) shared the views 
of Kraimer et al. (2005:399) by stating that employees’ reaction to a lack of job 
security varies. Some psychological reactions to low job security are low self-
esteem, low self-confidence, anxiety and powerlessness.  
Wiley (1997:297) added that the psychological reactions listed above, can 
extend to partners and family members of employees with a low job satisfaction. 
The effect of low job security is negative to organisations as it leads to low 
organisational effectiveness. Organisations often counteract these outcomes by 
90 
 
introducing different compensation strategies such as severance packages, 
career development schemes and training incentives. These actions are 
intended to arouse positive psychological states that would encourage and 
sustain productive rather than destructive behaviours by employees (Wiley 
1997:297). 
According to the study of Amar (2004:94) one of the sources of motivation 
antecedents is the organisational system. Organisations include policies and 
procedures, work environment, management philosophies, organisational 
culture, the position in the market and industry, financial conditions and services 
and any other organisational factors that have a direct or indirect consequence 
on the workers and their work. These sources create a sense of buoyancy that 
makes workers concentrate on their work whether at the organisation or not. 
Having proper organisational system antecedents, an organisation can inspire 
its employees and encourage them to take initiatives, thus improving their 
performance. Kular, Gatenby, Rees, Soane and Truss (2008:8) supported Amar 
(2004) by adding that employees want to be involved in decisions that affect 
their work. It was found that leaders of high-engagement workplaces do not 
create fear or blame cultures where employees are reluctant to express their 
ideas or exercise their initiative. Instead, they create a trusting and challenging 
environment, in which employees are encouraged to make an input and 
innovate to move the organisation forward. 
Conversely, should an environment leave employees with a feeling of 
helplessness, it would jeopardise motivation. Furthermore, to reduce this feeling, 
management should ensure that the organisation incorporates the motivational 
antecedents that do not allow helplessness to last too long in the organisation. 
Amar (2004:95) remarked further that managers in some contemporary 
organisations try and remove controls in the form of hurdles, obstacles and 
barriers to try and get rid of the feelings of helplessness of the employees. In 
some organisations, management extends this lack of control concept to dress 
and behavioural codes as well as the amount of income employees generate 
from their work, thus giving them the ability to adjust their inputs so they can 
earn the income they want (Kular et al. 2008:9). 
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 Staren (2009:4) maintained that staff members must have the confidence that 
their good performance is directly related to job security. They also expect that 
job conditions ensure their safety. Organisational policies and procedures must 
ensure levels of fairness. If these conditions are not met, managers will find 
themselves in an environment that will not only impact negatively on their ability 
to enhance staff motivation, but will most likely impact negatively on the 
organisation. 
The study of Amar (2004) is also supported by Moodley (2007:35) who stated 
that employees are affected by their understanding of how things are done in an 
organisation as explained in its policies and procedures. If the rules of an 
organisation are inconsistently enforced it may frustrate employees and make 
them unwilling to take action as they fear that which might happen if they are 
incorrect. Although organisation policies could drive a sense of motivation for 
employees, dissatisfaction in this area can easily be avoided by ensuring that 
fair policies are equally applied in the organisation.  
Moodley (2007:35) added that the work environment affects the moods and 
general feelings of employees. A lot of tension can for example be created if 
people are situated too close to each other without any personal space; 
sufficient space in turn could lead to job satisfaction. Negative feelings might 
also be created by employees that have to work with dysfunctional or outdated 
equipment. 
In a quest to address interpersonal relationship as a hygiene factor in 
organisations, Amar (2004:92) declared that firms are establishing bonds with 
their employees in various ways. They do this to show their affiliation and often 
engage in deeds that convey their commitment to them. 
Against the background of these findings, it is hypothesized that: 
Hypothesis Ha1: There is a relationship between hygiene factors and employee    
performance. 
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5.2.2 Job Satisfaction 
Job satisfaction is a complex and multifaceted concept. Buchanan (2006:1) 
stated that job satisfaction is usually linked to motivation and is perceived as 
more of an attitude or internal state. It could, for example, be associated with a 
personal feeling of achievement, be it quantitative or qualitative. McEwen(2009) 
defined job satisfaction as the key ingredient that leads to recognition, income, 
promotion, and the achievement of other goals that lead to a general feeling of 
fulfillment. Saari and Judge (2004:397) argued that of all the job satisfaction 
areas, satisfaction with the nature of the work itself, including job challenge, 
autonomy, variety and scope, best predicts overall job satisfaction as well as 
other important outcomes like employee retention. 
Frequently, work underlies self-esteem and identity while unemployment lowers 
self-worth and produces anxiety. Monotonous jobs at the same time,can erode a 
worker's initiative and enthusiasm which can lead to absenteeism and 
unnecessary staff turnover. Job satisfaction and occupational success are major 
factors in personal satisfaction, self-respect, self-esteem, and self-development. 
To the worker, job satisfaction brings a pleasurable emotional state that often 
leads to a positive work attitude (Galozzi 2002:1). 
In the organisation, job satisfaction means a work force that is motivated and 
committed to high quality performance. Increased productivity, the quantity and 
quality of output per hour worked seems to be a by- product of improved quality 
of working life (Hart, Ribbing & Abrahamsson2005:23).It is important to note that 
the literature on the relationship between job satisfaction and productivity is 
neither conclusive nor consistent. However, studies dating back to Herzberg 
(2003:10) have shown little correlation between high morale and high 
productivity, and it does seem logical that more satisfied workers will tend to add 
more value to an organisation. According to (Richards 2012:1) dissatisfied 
employees, who are motivated by fear of job loss, will not deliver 100 percent of 
their effort in the long run. Though fear is a powerful motivator, it is also a 
temporary one, and as soon as the threat is lifted performance will decline. 
Brown (1996:25) stated that in order to protect the bottom line of an organisation 
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and to satisfy customers, satisfying the needs of employees become a first 
priority. 
McEwen (2009:1) argued that businesses that want to enhance job satisfaction 
need to incorporate the following: flexible work arrangement, training and other 
professional growth opportunities, interesting work that offers variety and 
challenge; opportunities to be creative and use own talent, opportunities to take 
responsibility and direct one’s own work, a  stable, secure work environment that 
includes job security/continuity, an environment in which workers are supported 
by supervisors that provide timely feedback and flexible benefits, competitive 
salary and opportunities for promotion. According to McEwen (2009:2), the most 
important point to bear in mind when considering job satisfaction is that it is 
influenced by the employee’s personal characteristics, the manager’s personal 
characteristics and management style,  as well as the nature of the work itself. 
It is accordingly hypothesized that: 
Hypothesis Ha2: There is a relationship between job satisfaction and employee 
performance.  
5.2.3 Self-actualisation 
Maslow’s hierarchy of needs (McLeod 2008:1) introduced the notion of self- 
actualisation: namely, feeling good about who a person is and what that person 
does. The familiar pyramid of Maslow’s theory represents the five human 
psychological needs. The pyramid starts with the most basic physiological needs 
like food and water and continues with safety, love and belonging. Kiler (2009:2) 
stated that a basic pay cheque will fulfill the lower basic needs. In order to 
encourage people to become high-performing contributors to an organisation, 
esteem and self-actualisation needs also need to be fulfilled. Kiler (2009:2) 
further asserted that some of the important skills that managers want employees 
to have, can be recruited and retained in an organisation, often includes 
problem-solving skills and creativity that is found at the top of the pyramid in self-
actualised individuals. 
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Lather and Jain (2005:77) claimed that money is not the main motivator for 
employees and that the most important factor to employees was the realisation 
of their personal need satisfaction. Lather and Jain (2005:77) stated that man 
works to satisfy his higher order needs and he needs to be recognised, be 
appreciated and feel a sense of achievement in whatever he does. This justifies 
the notion that true job satisfaction is derived from the gratification of higher-
order needs such as esteem, social relations, and self- actualisation rather than 
lower order needs. In Lather and Jain (2005:82), the results of their studies 
indicated a positive correlation between the need for autonomy and self- 
actualisation and job satisfaction for top managers. For middle managers they 
found a positive correlation between the need for self-control, for monetary gains 
and the need for social affiliation and job satisfaction. Yet a significant negative 
correlation was found between the need for non-financial gains and job 
satisfaction of middle level managers. The study concluded that a significant 
positive predictor for job satisfaction of top level managers is the need for 
autonomy and self-actualisation (Lather & Jain 2005:82). 
Gawel (1997:1) studied Herzberg’s theory of motivation and Maslow’s hierarchy 
of needs and the applicability of the theories on elementary and secondary 
school teachers. The study wanted to establish whether educators fit the profile 
of an average business employee and whether they would respond to the same 
motivators that Hertzberg associated with employees in profit–seeking 
businesses, secondary to that, the study investigated whether the same needs 
patterns as identified by Maslow applied to educators (Gawel 1997:1). The study 
findings revealed that teachers at all three experience levels were more satisfied 
with their achievement of self-actualisation than satisfied with their personal 
achievement of esteem (which is a middle need according to Maslow’s theory of 
motivation). Gawel (1997:2) suggested that self-actualisation is a powerful need 
for esteem. This means that the basis for self-esteem is provided by self-
actualisation and that self-actualisation also forms the basis for reputation, the 
esteem of others (Gawel 1997:4). Pierce and Rogers (2004:603) proposed that 
employees are motivated to maintain or enhance self-esteem if they feel 
valuable to an organisation, and in turn would put forth more goal-oriented 
efforts that will influence employee and organisational performance. Positive 
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relationship between self-actualisation and employee performance has been 
observed by Marion-Landais (2000:4283); Pierce, Gardiner, Cummings & 
Dunham (1993:280) and Wiesenfeld, Brockner and Thibault (2000:29).  
Against the background of these findings, it is hypothesized that: 
Hypothesis Ha3: There is a relationship between self-actualisation and employee 
performance. 
5.2.4  Rewards 
Reward systems or reward management usually means the financial reward an 
organisation gives its employees in return for their labour. Reward systems 
according toChaudhary (2008:1), not only include monetary rewards, but also 
non-monetary rewards. Financial rewards usually include basic and performance 
pay and employee benefits, which together comprise total remuneration. They 
also include non-financial rewards such as recognition, promotion, praise, 
achievement responsibility and personal growth, and in many cases a system of 
performance management.  
Incentives, being the essence of economics as described by Van Herpen, Van 
Praag and Cools (2005:305) are widely discussed in literature. The labour 
market bases future wages of workers on updated beliefs. In this manner, career 
concerns may serve as a substitute for incentive compensation as these 
concerns themselves form an incentive for workers to optimise their productivity. 
In addition to a salary increase, a promotion increases the status of the 
employee and it can bring about new challenges that strengthen intrinsic 
motivation. The combination of these elements of the compensation system, 
such as performance measurement and evaluation, monetary compensation and 
career concerns links employee performance to their rewards in the form of 
monetary compensation and promotions.  According to Thierry (1987:92) the 
effectiveness of a compensation system depends on three perceived 
characteristics, namely transparency, fairness and controllability. 
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Drake et al. (2007:73) conducted a study on lower level employees (those 
without managerial experience or duties) to establish the impact of pay only, pay 
plus non- financial performance feedback, would be on the motivation of 
employees. The two reward systems used in the study consisted of a flat-wage 
per work period and a performance-based rewards system that was based on 
the profits generated by subject performance on the experimental task.  In 
general, the results of the Drake et al. (2007:75) study showed that feedback 
and rewards each affect separate dimensions of empowerment rather than all 
dimensions. Under both reward systems, for example, the highest level of 
feedback is associated with significantly greater levels of perceived impact on 
profitability. 
Locke and Latham (2004:389) claimed that incentives affect goals and self-
efficacy which in turn mediates the effect of incentives. Furthermore,success 
and rewards produce satisfaction. Lawrie (2008:1) found that incentive pay 
linked to a set of measures derived from a Performance Management system is 
a highly marketable concept, but one that is virtually impossible to implement 
meaningfully without undermining the utility of the system it is based on. Tuttle 
and Ullrich (2003:124) claimed that linking a large proportion of the Balanced 
Scorecard elements to incentive pay discourages the selection of risky 
objectives that the management team may not be certain they would be able to 
meet. This will lead to employees being unwilling to change their Balanced 
Scorecards during the course of an incentive period in fear that their rewards 
would be jeopardised. Lawrie (2008:1) proposed that a better idea would be to 
link incentive pay to some overall measure of success; in smaller companies 
usually the financial gain during a specific period. Under such a scheme, 
provided that the overall measure is not readily going to be changed by the 
management team, employees have the incentive to modify their Balanced 
Scorecards as they learn more about what is important, and/or set risky or 
stretch targets. 
In respect of effective motivators of employees in the work environment, Amar 
(2004:92) suggested that for motivation to be effective in the working 
environment, especially in the repertoire of rewards, organisations should also 
offer their employees non-financial incentives. Some examples of these 
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outcomes include work or life benefits, training opportunities, fringe benefits 
such as an organisation car, private health insurance and free meals, profit 
sharing and share ownership. Moreover, it is now becoming common for 
organisations to offer tailor made outcomes antecedents after taking into 
account any suggestions that the employees make. 
Sheih (2008:829) reported that exterior motivation includes both financial 
compensation (salary, bonus and dividends) and non-financial compensation 
(welfare, insurance, maternity leave and so on). Different modes for motivation 
should be adopted for jobs with different characters. Non-work-period payment, 
health care welfare, safety insurance welfare, employee service and praise, 
foster strong motivations in employees. Kiyoshi (2006:195) argued that a 
reasonable welfare plan can motivate employees more effectively than a high 
salary. Authority, repute and professional title have, according to Sheih 
(2008:830), considerable motivational effect on those employees who lay 
particular stress on self-growth requirements. 
Against the background of these findings, it is hypothesized that: 
Hypothesis Ha4: There is a relationship between rewards and employee 
performance.  
5.2.5 Communication 
It can be argued that almost all management literature is focused on trying to 
work out why organisational communication is rarely successful and what to do 
about it. Lawrie (2008:1) argued that because of the complexity of organisations, 
it becomes harder to communicate to individuals what is needed of them, as well 
as for those individuals to be informed about what everyone else is doing. 
According to Lawrie (2008:2) this idea has been used since the military 
structures to simplify the communication need by categorising people (either by 
role or status). The problem with communication between different hierarchies in 
an organisations illustrated by what Lawrie (2008:2) referred to as “Chinese 
whispers”.  Each time one communicates between layers of the hierarchy, the 
communication becomes less clear and soon meaningless information filters 
through to the employees. The response to this was the introduction of the 
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bureaucracy – where one adds to an operational hierarchy a clear set of job 
definitions. Thus, even if the communication is poor from the top, each employee 
and everyone else know exactly what they are supposed to do. Smith et al. 
(2007:363) confirmed the importance of communication in an organisation by 
stating that communication is an integral part of all management functions. In 
order to plan, control and lead, managers have to communicate with their 
subordinates. Motivating and leading subordinates would be impossible without 
some form of communication. Smith et al. (2007:364) stated that managers 
spend the best part of their workday, that is, 60 to 80 percent of their time, on 
communicating with superiors, subordinates, peers and outside constituents. 
Managerial communication occurs in three forms, namely intra-personal, inter-
personal and organisational communication. In intra-personal communication 
managers receive, process and transmit information to themselves. In inter-
personal communication, messages are transmitted directly between two or 
more people on a person to person basis. In organisational communication, 
information is transferred between organisations (Smith et al. 2007:365). From a 
managerial perspective, it is important that the community spirit within an 
organisation is in line with the strategic direction of the organisation (De Ridder 
2004:22). In order to encourage a supportive attitude from employees, 
management needs to ensure a high quality of internal communication. De 
Ridder (2004:23) however acknowledged that good internal communication does 
not directly create more support for an organisation’s strategic vision. Support 
for the organisation’s strategic vision or other tasks should be fostered in two 
ways namely create a sense of commitment within the organisation and 
establish trust in management. Both of these approaches remain impossible 
without good internal communications and the quality of non-task related 
communication.  
Every organisation has two primary communication networks: the formal and 
informal communication network. The formal network is communication that 
follows the hierarchal structure of the organisation, or the chain of command, 
thus following the formal, established official lines of contact. The informal 
network involves communication that does not follow the formal chain of 
command, thus referring to links that have grown out of relationships between 
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employees and management that have little or no correlation to the formal 
organisation chart. The informal network is usually much stronger and faster 
than formal channels (Smith et al. 2007:366). Kalla (2005:303) supported 
Smith’s theory by stating that organisational communication incorporates 
bothbusiness, corporate, management and organisational communication, but 
also includes all formal and informal communication that take place in an 
organisation. 
Successful work environments are characterised by open communication at all 
levels. Staff members expect managers to keep them informed about what is 
going on in the organisation as well as their future plans. The fear of the 
unknown is very real and can often lead to employees feeling neglected. Staren 
(2009:2) declared that little action carries as much weight at any level as a 
handwritten letter from a manager noting a particular good performance and 
thanking the staff member for it. 
Although there seems to be a lack of literature regarding the specific relationship 
between communication and employee performance, it is accordingly 
hypothesized that: 
Hypothesis Ha5: There is a relationship between communication and employee 
performance.    
5.2.6  Leadership Styles 
Chemers (1997:1) defined leadership as a process of social influence in which 
one person is able to enlist the aid and support of others in the accomplishment 
of a common task. The major points of this definition are that leadership as a 
group activity, is based on social influence and revolves around a common task. 
Although this specification seems relatively simple, the reality of leadership is 
very complex. Interpersonal processes such as attraction, communication and 
influence that interact with intrapersonal factors such as thoughts and emotions 
have effects on the dynamic external environment. A leadership style can be 
defined as the way a manager handles a few categories: how one would deal 
with personnel; how one would address the organisation’s human capital, from 
directing their work to dealing with problems and conflict will shape a leadership 
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style; how one would manage the workflow; how one would manage what gets 
done, and how much oversight there will be. A leadership style further includes 
how one would expect people to get the job done, or whether one would make 
sure it’s happening by doing it yourself? How one would view one’s role in the 
organisation: do you see yourself as a caretaker of the environment, or the 
ultimate decision maker and director of traffic (Leadership Toolbox 2008:2). 
The importance of leadership in an organisation was stressed by Smit et al. 
(2007:275). Smit et al. (2007:275) proclaimed that the performance of any 
organisation, small or large, is directly related to the quality of its leadership. It is 
important to note that management and leadership differ from each other. 
Management is seen as being able to cope with the complexity of practices and 
procedures to make organisations work. Leadership on the other hand can be 
seen as setting the direction of an organisation and coping with change. 
Successful organisations thus seek out good managers with leadership potential 
to develop into leader-managers. Kark and Van Dijk (2007:502) confirmed this 
theory by stating that effective leadership is associated with high levels of 
organisational performance. They add that effective leadership is critically 
contingent on, and often defined in terms of the leader’s ability to motivate 
followers towards collective goals or a collective mission and vision. Staren 
(2009:2) added to this by stating that an effective leader identifies positive 
motivators by knowing their staff on an individual basis. Kark and Van Dijk 
(2007:503) further agreed with what motivates one member in an organisation, 
even in the same role, may not do the same for another member. 
Transformational and monitoring leadership has been portrayed in the literature 
as different from transactional or monitoring types of leadership (Kark & Van Dijk 
2007:502).  While transactional and monitoring leadership has been defined as 
an exchange of rewards for compliance; transactional and charismatic 
leadership has been defined on the basis of its effects transforming the values 
and priorities of followers and motivating them to perform beyond their 
expectations. Kark and Van Dijk (2007:503) proposed that transformational 
leadership behaviours include four components: idealised influence; 
individualised considerations; intellectual stimulation and inspirational 
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motivation. Inspirational motivation includes the creation and presentation of an 
attractive vision of the future, the use of symbols and emotional arguments. 
Idealised influence includes such behaviours as sacrificing for the benefit of the 
group, setting a personal example and demonstrating a high ethical standard. 
Individualised consideration according to Kark and Van Dijk (2007:503) includes 
providing encouragement, support and coaching the followers. Finally 
intellectual stimulation involves behaviours that increase awareness of problems 
and challenge followers to view problems from a new perspective. 
Webb (2007:54) alleged that the transactional leadership style achieves greater 
results through the use of management–by–exception whereby workers are 
punished or rewarded for their actions. Webb (2007:54) continued to say that 
leaders who apply management by exception do not get involved with 
subordinates unless mistakes or deviations from the norm occur. Leaders who 
are more passive may wait to be notified of failures, but more active leaders look 
for failures and create systems to warn of potential failures. The practice of 
providing negative feedback results in workers who either maintain the status 
quo or strive to perform specific tasks with perfection. However, this leadership 
behaviour does not facilitate personal growth or increase motivation or loyalty 
from workers. Webb (2007:55) strengthened Kark and Van Dijk’s (2007:504) 
view on transformational leaders by stating that subordinates of transformational 
leaders verbalise feelings of admiration, respect, trust and appreciation towards 
these leaders and are generally more motivated. 
Smith et al. (2007:280) reported that studies at Michigan, under guidance of 
Likert, identified two basic forms of leadership behaviour: Task-orientated 
leadership behaviour (autocratic); leaders are concerned with careful 
supervision and control to ensure satisfactory work from their subordinates. This 
leadership style implies pressure on subordinates to perform. The second 
leadership style, employee orientated (democratic) implies that the leader 
applies less control and more motivation and participative management to get 
the job done. This style focuses on people, their needs and their progress.  
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The theories of leadership assume that subordinates’ behaviour, job satisfaction, 
and performance can be directly linked to the behaviour of leaders (Nyberg, 
Bernin & Theorell 2005:21). According to these theories, subordinates’ 
achievements depend almost completely on the motivation, support and rewards 
of leaders (Richards 2012:2). A rigid reward system robs a leader who has the 
power to reward and reduce and in some cases neutralise the importance of a 
leadership role (Smit et al. 2007:288). 
It is accordingly hypothesized that: 
Hypothesis Ha6: There is a relationship between leadership styles and employee 
performance. 
5.3 THE MODELED OUTCOMES OF MOTIVATIONAL FACTORS AND  
EMPLOYEE PERFORMANCE  
In order to achieve prosperity, organisations design different strategies to 
conquer the competition but also to increase the performance of the 
organisation. Employees are still seen by many organisations as their main 
asset that will lead to success (Manzoor2011:36).  Manzoor (2011:36) continued 
to state that unless and until employees are properly satisfied with their jobs and 
motivated for the tasks they need to fulfill, no organisation can achieve success.  
In the motivational framework of performance management, DeNisi and 
Pritchard (2006:261) postulated that if an employee’s allocation of time and 
effort ultimately leads to outcomes that result in need satisfaction, then the 
employee will be motivated to continue to act in the same way. The key to 
performance management, then, is to ensure that evaluations and outcomes are 
structured in such a manner that the employee’s actions are focused in the ways 
desired by the organisation, resulting in the kind of performance that is required. 
Performance management is defined by DeNise and Pritchard (2006:255) as a 
broad set of activities aimed at improving employee performance. Although 
performance appraisal information provides input to the performance 
management process, performance management focuses on ways to motivate 
employees to improve their performance. Thus, the goal of the performance 
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management process is performance improvement, initially at the level of the 
employee, and ultimately at the level of the organisation. 
Productivity can be seen as the overall measure of the ability to produce goods 
and services (Productivity Concepts and Measures 2010:1). Furthermore, it can 
be seen as a measure of how specified resources are managed to accomplish 
organisational objectives in terms of quality and quantity. Organisations use 
productivity as a measurement for evaluating and monitoring the performance of 
employees and the broader organisation. Productivity measures are the 
yardsticks for effective use of resources (Productivity concepts and measures 
2010:5). Managers should therefore be concerned with the productivity of their 
organisations as it can be used to compare a business’ performance against 
peers in the same industry, compare it with similar forms and competitors, 
compare performance among different departments in the organisation, or 
compare the performance of individuals over time (Yan-Qun et al.2005:252). 
Performance reviews exist to ensure that managers have to move beyond day-
to-day exchanges and moment-to-moment situations and discuss the larger 
picture with employees. This allows management the opportunity to develop 
their most important resource, namely their staff. For employees however, the 
expectations might be different (King 2010:1). One of the most important 
aspects of performance reviews is that employees seek to be able to discuss 
deeper and wider issues with regard to their work. Employees want to know that 
their experiences over the year and the efforts they have made have not gone 
unnoticed.  
5.3.1.   Employeeand Organisational performance 
Armstrong and Baron (2005:8) defined performance management as the 
encouragement of productive discretionary behaviour amongst employees to 
achieve human capital advantage. They supported the believe that people are 
most important as a source of competitive advantage and recognised that 
people, as opposed to other forms of competitive advantage such as 
improvement of productivity factors, designs or processes, are very difficult to 
reproduce or replicate, thus making them invaluable to the organisation. Mello 
(2006:449) further argued that it is what people do, and the way in which they do 
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it, that defines the performance of the individual and ultimately the performance 
of the organisation. 
Traditionally, the immediate manager of an employee has been responsible for 
measuring an employee’s work performance (Robbins 2003:500). Armstrong 
and Baron (2005:17) agreed that performance management forms part of the 
responsibility of line managers and that this function should be delivered by line 
managers. This viewpoint has been criticised by Mello (2006:447) who stated 
that this method of performance appraisal often results in the employee’s 
immediate supervisor communicating the supervisory assessment of the 
employee’s performance. This raises the concern that the employee would have 
had very little, if any opportunity for input or feedback and it could cause friction 
in the relationship between employer and employee. 
Employee performance measurement according to Heathfield 2012:1)is a rating 
system used in most organisations to determine the abilities and output of an 
employee. Performance is divided into five components: planning, monitoring, 
developing, rating and rewarding. 
Heathfield (2012:1) explained the process as follows: Goals are set in the 
planning stage to help measure the employee's work time to see if they are able 
to maintain the current goals set or reach new goals.  During the monitoring 
phase the goals are looked at to see how well the employee is doing to meet 
them. The purpose of the developing stage is to determine whether an employee 
has improved on any poor performance that has been observed during the time 
frame under consideration. Generally employees’ performance ratings are given 
out each year. The performance of an employee is summarised in the rating 
based on a number system to determine the person’s level attained on a 
particular scale of performance. At the end of the cycle is the rewarding stage.  
At this stage an employee is rewarded and recognised for outstanding behaviour 
if it is better than expected.Most employers see employees’ performance is a 
way to appraise the employees for their effectiveness in the company.  In most 
cases employee performance evaluation can lead to promotion, remaining in the 
same position, or termination based on the performance of the employee 
(Heathfield 2012:2). 
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 DeNisi and Pritchard (2006:263) commented that theperformance system should 
be structured so that the employee’s efforts lead to outcomes desired by the 
organisation and which are rewarded by the organisation. This will lead to an 
improvement of the employee’s self-esteem, self-efficacy and job satisfaction as 
the employee sees his/her efforts can lead to desired outcomes (DeNisi & 
Pritchard 2006:263). 
According to Chin, Pun and Lau (2003:443), organisational performance 
management is a process of quantifying the efficiency and effectiveness of 
action that leads to performance in an organisation. In the past, the focus of 
attention has been on measuring financial performance, such as sales turnover, 
profit, debt and return on investment. Financial measures such as these do not 
entirely match the competencies and skills required by organisations for today's 
changing business environment (Medori, Steeple, Pye & Wood 
1995:590).Knowing the amount of gross profit or loss might not be sufficient in 
today’s age, it might also be necessary to explain the driving forces behind 
organisational success or failure. Rather than to analyse these reasons from a 
historical perspective, it is really important to understand organisational 
excellence, which potentially leads to the success of a business in the future. 
Accounting figures alone do not emphasise the elements that will lead to good or 
poor future financial results. Other indicators of organisational performance 
(such as quality, customer satisfaction, innovation and market share) can reflect 
an organisation's economic condition and growth prospects better than it's 
reported earnings do (Chin et al. 2003:445).Organisational performance 
measures must therefore go beyond the presentation of financial figures and 
serve as the driver for fostering organisational performance in financial terms but 
also in non-financial aspects like quality, customer satisfaction. 
Huselid (1995:636) found that Human Resource practices such asemployee 
recruitment and selection procedures, compensation and performance 
management systems, employee involvement, and employee training have a 
significant impact on employee turnover and productivity, and on short and long 
term organisational financial performance.  
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Generally there is a positive relationship between employee performance and 
organisational performance. Based on these arguments, it is hypothesized that: 
Hypothesis Ha7: There is a relationship between employee performance and 
organisational performance.   
5.3.2 Employee performance and customer satisfaction 
Customer satisfaction according to Kotler and Armstrong (2010:27) can be 
defined as the extent to which a product’s perceived performance matches a 
buyer’s expectations. When a client’s expectationsare met with the performance 
of a product it leads to customer satisfaction. High levels of customer 
satisfaction generally lead to greater customer loyalty which in turn leads to 
better organisational performance (Kotler & Armstrong 2010:27). 
All businesses depend on employees to deliver quality service. For most 
businesses, improving customer service levels is more important than providing 
a good product. Kurtz (2009:1) stated in this article that there is a strong link 
between employee performance and customer satisfaction. Kurtz (2009:1) 
claimed that an organisation’s customer satisfaction level accurately reflects the 
organisation’s employees’ performance. Kurtz (2009:1) futher believed that the 
organisation’s customers are the best barometer to let management know how 
effective the internal processes are at providing the appropriate levels of 
customer service. 
Terry and Israel (2004:1) commented on the link between employee 
performance and customer satisfaction. A framework in which internal service 
quality drives employee satisfaction, which, in turn, drives employee 
performance that generates service quality, was developed by Heskett, Jones, 
Loveman, Sasser, and Schlesinger (1994:165). The framework indicated that 
service quality drives customer satisfaction that leads to customer retention and 
profits. This framework was used successfully to improve organisational 
objectives at Sears Roebuck Co. (Rucci, Kirn & Quinn 1998:85). Similarly, 
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Reichheld (2000:136) concluded that employee performance is essential to 
customer satisfaction, which, in turn, creates customer loyalty, Figure 5.1. 
Figure 5.2: The service-profit model 
Service-Profit Model 
 
(Source: Reichheld 2000:136) 
 
Higher levels of customer satisfaction have been found to lead to higher levels of 
customer retention and loyalty (Reichheld 2000:134).Products and services that 
provide high satisfaction have a higher proportion of repeat business and higher 
gross margins, in addition to reduced acquisition costs and increased long term 
revenues. It is for these reasons that studying customer satisfaction as an 
outcome measureof an organisation’s internal activities is justified.  
 
Generally there is a positive relationship between employee performance and 
customer satisfaction. Based on these arguments, it is hypothesized that: 
Hypothesis Ha8: There is a relationship between employee performance and 
customer satisfaction.   
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5.3.3 Motivational factors and organisational performance 
Duff (2012:1) proclaimed that as long as employees are motivated by a desire to 
establish a good reputation or be a good manager, they will grow as individuals 
and produce more and better results for an organisation. After developing skills 
and a good reputation, employees expect more responsibilities, authority and 
money. This driving force within employees will lead to innovative new ideas to 
improve organisational effectiveness which will lead to an improvement of 
organisational performance. 
 
Manzoor (2011:40) commented on research done in Pakistan that studied the 
relationship between organisational effectiveness and employee motivation in 
the Telecom and banking sector. The results of the study proofed a significant 
relationship between employee motivation and organisational effectiveness. 
Matthew, Grawhich and Barber (2009:2) claimed that an internally satisfied, 
delighted and motivated worker is a productive worker that contributes efficiently 
and effectively to the organisation that will lead to maximum profits for any 
organisation. 
Organisational performance is an important area of study in business 
management and it also is a key indicator for evaluating the operational 
efficiency of a business. The members of high-performance organisations are 
able to manage tasks and duties that the traditional manager and supervisor 
undertakes, namely training, administration, treatment of human relationships, 
decision making and problem solving (Wang et al. 2008:1011). 
Poisat (2006:73) stated that an organisation’s level of productivity, 
competitiveness and ultimately customer satisfaction, depends on the 
willingness and type of effort their knowledge workers are prepared to deliver. 
Armstrong and Murlis (2004:10) supported this statement by stating that growth 
emphasises an employee’s engagement as a critical element in organisational 
performance.  
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The measurement of organisational performance is not without its challenges for 
example, comparisons between organisations based on measures such as 
accountancy, that is open to manipulation, can be very difficult to justify. On the 
other hand, many measures do not necessarily capture the quality of a product 
or service delivered which makes the measurement of organisational 
performance even more difficult (Page et al. 2006:3). 
Tamkin (2005:87) contained a range of organisational performance measures, 
such as, measures of human resource deliverables to corporate financial 
measures in a chain of impact model.  Appropriate measures however, will vary 
according to sector, occupation and the nature of training involved. 
Innovation as a measurement for organisational performance is commonly used. 
Page et al. (2006:4) stated that innovation might be considered to relate to 
improved equipment, processes, practices or products. Productivity and 
profitability are in turn driven by these improvements. Shipton et al. (2006:3) 
suggested that subjective measures are not likely to be comparable across 
organisations as they can be biased, but still have a major advantage. Human 
resource respondents are often unsure or unwilling to supply financial 
information, yet they usually are willing to respond to subjective measures. 
In the service sector where outcomes are difficult to measure, customer 
satisfaction measures are often used to assess business performance. Where 
the aim of an organisation is to measure changing customer service levels, 
customer satisfaction surveys are most appropriate for particular types of 
training (Page et al. 2006:2). 
The South African Government has identified five main drivers of productivity for 
measuring productivity in an organisation, namely investment, innovation, skills, 
competition and enterprise (Lindsay 2004:418). These measures of productivity 
are likely to be affected by other influences. Where prices do not reflect the 
quality and cost of a good, the reliability of measures such as productivity will be 
affected (Lindslay 2004:418). 
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Generally there is a positive relationship between motivation and organisational 
performance. Based on these arguments, It is hypothesized that: 
Hypothesis Ha9: There is a relationship between motivational factors and 
organisational performance.   
5.3.4 Motivational factors and customer satisfaction  
Customer satisfaction as defined by Rust et al. (2002:8) is the overall quality of 
the outputs of an organisation as perceived by customers as well as a positive 
consumption experience. This concept is believed to be linked to behavioural 
and economic consequences beneficial to firms on the long-run (Rust et al. 
2002:8). The authors further postulated that increased customer satisfaction 
tenders significant benefits to pursuing firms in ways such as increased 
consumer loyalty, better reputation, reduced price elasticity and lower future 
transaction costs. The benefits from high consumer satisfaction is also reflected 
in the low costs of satisfying long-term customers as opposed to the higher costs 
of attracting new customers, and that long-term customers tend to bring higher 
profitability to firms (Yan-Qun et al. 2005:254).  
Hennig-Thurau (2004:460) stated that customer satisfaction often relates directly 
to the behaviour of service employees when they judge the quality of service. 
Social skills, technical skills, motivation and decision-making abilities impact on 
how employees will embrace clients and how clients will experience service 
excellence. 
Commercial banks in general play an important role in the worldwide economy. 
Employees are often the only source of delivering services to their clients and 
providing customer satisfaction. Khan, Farooq and Khan (2010:180) studied the 
importance of individual motivation and the influence of motivated employees on 
customer satisfaction on commercial banks in Kohat. The authors concluded 
that the process of delivering quality services to clients is directly linked to the 
individual motivation of employees, whether they were professional, skilled or 
unskilled (Khanet al. 2010:180). 
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A study by Wong (2000:428) reported a strong link between services and 
profitability and the delivery of high quality goods and services through customer 
satisfaction. Various aspects of quality management such as training, top 
management commitment, customer focus, and relationship with suppliers and 
employee focus have a significant association with customer satisfaction (Agus 
& Abdulla 2000:57). 
Consumer behaviour literature reveals that increased profitability is associated 
with increased customer loyalty as a result of customer satisfaction (Anderson & 
Sullivan 1993:128;Boulding, Karla,Staelin, & Zeithaml 1993:9). Management 
literature suggests that in the development of a good understanding of who their 
clients are, what kind of products and services their clients want and how much 
they need, managers should focus on continuous improvement as an integral 
part of business strategy to achieve customer satisfaction (Rampersad 
2001:342). Quality management literature provided by Robbins, Millett & 
Waters-Marsh (2003:17) and Powell (1995:30) revealed that continuous process 
improvement is one of the key features of a quality management program along 
with other attributes such as responsiveness to clients’ needs and top 
management commitment. 
Yi (1990:68) discussed the impact of customer satisfaction on customer loyalty. 
Yi (1990:68) stated that purchase intentions as well as post-purchase attitudes 
are influenced by customer satisfaction. Loyalty as defined by Yi (1990:69) is an 
attitude that can create feelings of an individual’s overall attachment towards a 
product, service and organisation. These feelings define the individual’s degree 
of loyalty. The second definition of loyalty by Yi (1990:70) related to loyalty of 
customers. Customer loyalty is reflected in increases in sales, scope of the client 
relationship and continued purchases of services from the same supplier. 
In a competitive market environment, corporate social responsibility (CSR) is an 
indication of the importance of it to many companies (Xueming & Bhattacharya 
2006:1). Large companies disclose substantial investments in CSR initiatives 
(Berner 2005:72). By dedicating ever-increasing amounts to in-kind donations, 
cause marketing, cash donations and employee volunteer programs, companies 
are acting on the remises that CSR is the smart thing to do and not just the right 
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thing to do.  Bhattacharya and Sen (2004:20) noted that social responsibility 
programs have a significant influence on customer–related outcomes. Maignan 
et al. (2005:9) suggested that an organisation’s actions appeal to the multi 
nationality of a consumer as a member of a family, community and country and 
not just as an economic being. Customers are thus more likely to be satisfied by 
products and services that socially responsible firms offer. This influence will 
boost their positive attitude towards the firm and increase customer satisfaction. 
Generally there is a positive relationship between motivation and organisational 
performance. Based on these arguments, it is hypothesized that: 
Ha10: There is no relationship between motivational factors and customer 
satisfaction. 
5.4 SUMMARY 
In this chapter the modeled influences and outcomes of employee performance 
as perceived by employees (Figure 5.1) were discussed. The first independent 
variable that was discussed was hygiene factors. The relationship between 
hygiene factors such as job content, salary, interpersonal relations, organisation 
policies and job security was explained as well as the fact that these factors, in 
itself do not motivate employees. The importance of this variable and the link to 
the independent variables, profit and customer satisfaction, was also discussed. 
The second independent variable that was discussed was job satisfaction. The 
difficulty of defining the concepts (as it differs from person to person) was 
discussed. The influence of self-esteem on job satisfaction was discussed and 
the influence of job satisfaction on the dependent variables profit and customer 
satisfaction was discussed. 
Self-actualisation as a concept was discussed as the next variable. The 
importance of the fact that an individual must want to achieve new heights in 
order to reach the self- actualisation level in his/her life was discussed as well 
the influence of the independent variable self-actualisation on the dependent 
variables of profit and customer satisfaction. 
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Different reward systems were discussed as well as issues that may be 
important to middle level employees and management staff. The effect of this 
independent variable was also discussed in terms of the dependent variables of 
profit and customer satisfaction. 
Communication as an independent variable followed and the critical important 
place of communication in an organisation was discussed. Formal and informal 
communication as well as the importance of communication with customers 
were discussed in detail. The influence of the independent variable, 
communication, on the dependent variables profit and customer satisfaction was 
also discussed. 
The final independent variable was the concept of leadership styles that was 
discussed. The link of the independent variable, leadership style, and its 
influence on the dependent variables profit and customer satisfaction, were 
discussed.A short overview of the dependent variables of performance, including 
organisational performance and employee performance as well as motivational 
factors and the link to customer satisfaction were mentioned briefly again as 
they were explained in detail in previous chapters. 
In light of the various discussions that took place and the seemingly positive 
relationship between the variables, the alternative hypotheseses Ha1 –Ha10 were 
formulated. 
In the following chapter the author will discuss all the data that will be collected 
and report on the findings of the study. 
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CHAPTER SIX 
    RESEARCH METHODOLOGY 
 
6.1 INTRODUCTION 
Chapter six focuses on statistical procedures used to empirically assess the 
theoretical model proposed in chapter five and illustrated in Figure 5.1.The 
different types of research and research design, measuring instruments and 
data collection methods used in this study will be discussed. 
6.2  RESEARCH TYPES 
 
Collis and Hussey (2003:10) suggested that both the reason why research is 
conducted, and the way in which data is collected and analysed, indicate 
whether there is movement from the general to the specific or vice versa and the 
outcome of the research. Furthermore, this indicates whether the aim of the 
research is to solve the problem or make a general contribution to knowledge. 
Table 6.1 below shows the different types of research. According to Collis and 
Hussey (2003:10) the following are the different types of research. 
Table 6.1: Different types of research 
Type of research Basis of classification 
Exploratory, descriptive, analytical or 
predictive research 
Purpose of the research 
Quantitative or qualitative research Process of research 
Deductive or inductive research Logic of research 
Applied or basic research Outcome of research 
(Source:  Adopted from Collins & Hussey 2003:10) 
6.2.1 Exploratory, descriptive, analytical and predictive research 
Exploratory research is intended to explore a relatively unknown phenomenon. 
When a problem, opportunity or phenomenon requires additional information or 
where data needs to be collected that can contribute to more meaningful 
research questions, this type of research is conducted (Wiid & Diggines 
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2009:54; Collis & Hussey 2003:10; Zikmund 2003:54). The ultimate objective of 
this type of study is to acquire insight and develop understanding about a topic 
rather than to collect and replicate data. 
Wiid and Diggines (2009:55) postulated that when knowledge of a particular 
marketing aspect or market is vague and questions such as who, what, when, 
whereand whyneed to be answered, descriptive research is necessary. Collis 
and Hussey (2003:11) state that statistical techniques are often used to 
summarise information. Descriptive research goes further than exploratory 
research in examining the problem, since it is undertaken to determine and 
describe the characteristics of pertinent issues. Hall (2012:1) mentioned that the 
descriptive method of research helps researchers to plan and carry out 
descriptive studies which are designed to provide rich data about places, people 
and other phenomena. Extensive observations, note-taking as well as in-depth 
narratives are often used as descriptive research methods (Hall 2012:1). 
Longitudinal studies and cross-sectional studies are methods that are used in 
descriptive research (Wiid & Diggines 2009:56). 
Analytical or exploratory research according to Collis and Hussey (2003:11) is a 
continuation of descriptive research. In this type of research, the research 
analyses explain why a phenomenon is taking place rather than merely 
describing the characteristics. Wiid and Diggines (2009:56) argued that 
descriptive research often reveals possible links between particular variables, 
while causal research either confirms or describes the relationship between 
variables. Analytical research thus aims to understand the phenomena by 
discovering and measuring relations among them. 
Predictive research goes even further than explanatory research. The 
latterestablishes an explanation for what is happening in a particular situation, 
whereas the former forecasts the likelihood of a similar situation occurring 
elsewhere. Predictive research aims to generalise from the analysis by 
predicting certain phenomena on the basis of hypothesised, general 
relationships (Thames Valley University 2008:2). Thus, the solution to a problem 
in a particular study will be applicable to similar problems elsewhere, if the 
predictive research can provide a valid, robust solution based on a clear 
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understanding of the relevant causes. Predictive research provides how, why 
and where answers to current events and also to similar events in the future. It is 
also helpful in situations where what if questions are being asked (Thames 
Valley University 2008:2). 
The different research designs discussed are summarised in table 6.2. 
Table 6.2: Different research designs 
DESIGN USES TYPES 
Exploratory  • Formulate problems more 
precisely 
• Develop a hypothesis 
• Establish research priorities 
• Eliminate impractical ideas 
• Clarify concept 
• Secondary data analysis 
• Experience survey 
• Pilot studies 
• Case studies 
Descriptive • Describe characteristics of 
certain groups 
• Estimate proportion of people 
in a population that behave in 
certain way 
• Make specific predictions 
• Longitudinal studies 
• Cross-sectional studies 
Causal • Provide evidence about the 
causal relationship between 
variables by means of: 
• Concomitant variation 
• Time order in which it occurs 
• Eliminations of other possible 
explanations 
• Laboratory experiments 
• Field experiments 
(Source: Adapted from Wiid & Diggines 2009:57) 
This study could thus be described as causal research. In this study the 
influence of the following independent variables such as hygiene factors, job 
satisfaction, self-actualisation, rewards, communication and leadership style on 
the dependent variables, namely employee, organisational performance and 
customer satisfaction were investigated. 
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6.2.2 Quantitative versus Qualitative research 
Quantitative research is research that places significant emphasis on using 
formalised standard questions and predetermined response options in 
questionnaires or surveys administered to a large number of respondents (Hair, 
Bush & Ortinau 2003:211; Wiid & Diggines 2009:86). Quantitative research 
relies on numbers, calculations and measurements. The guiding framework for 
this type of research is the scientific approach which tends to be more structured 
than that of qualitative research. This structure enables easier measurement and 
analyses of responses. Quantitative research methods include surveys, 
observation and experiments (Wiid & Diggines 2009:87). 
Qualitative research as defined by Wiid and Diggines (2009:88) is the collection, 
analysis and interpretation of data that cannot be meaningfully quantified; 
summarised in the form of numbers. Hair et al. (2003:212) stated that qualitative 
research is used to gain preliminary insights into opportunities and decision 
problems. Collis and Hussey (2003:13) claimed that the qualitative approach to 
research is more subjective in nature, as it involves examining and reflecting on 
perceptions rather than numerical data and statistical calculations in order to 
gain an understanding of social and human activities.  Hair et al. (2003:212) 
agreed with this statement, elaborating on the fact that although qualitative 
research methods incorporate some scientific elements, it normally lacks critical 
elements of true reliability. Methods of qualitative data collection include in-depth 
interviews, projective techniques and focus groups (Wiid & Diggines 2009:85).  
The research in question, can thus be seen as quantitative research as 
questionnaires were used to collect the data and statistical measures were used 
to analyse and interpret the data. 
6.3  RESEARCH DESIGN  
Hair et al. (2003:255) claimed that survey methods tend to be the mainstay of 
marketing research in general as they are normally associated with causal and 
descriptive research situations. The dominant need to collect data from large 
groups of people as a way of collecting primary data can be seen as one of the 
distinguishing factors of survey research methods. The researchers claimed that 
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the majority of marketing or information research is conducted through one or 
more survey methods. Collis and Hussey (2003:173) alluded to questionnaires 
as carefully constructed questions which are chosen after careful testing with the 
view of eliciting reliable responses from a sample group. What the selected 
sample group feels, think or do, could be seen as the main interest of the 
questionnaire.  
Questionnaire design is concerned with the types of questions asked, their 
wording, the reliability and validity of the responses (Collis & Hussey 2003:174). 
The testing of reliability and validity of the questions will be discussed later in 
this chapter.  
6.3.1 Population and sample selection 
A population as defined by Hair et al. (2003:334; Zikmund 2003:373) is an 
identifiable total set of elements of interest being investigated by the researcher. 
Wiid and Diggines (2009:195) simplified this definition by stating that a 
population is defined as a total group of people from whom information is 
needed, whilst Goddard and Melville (2001:34) simply referred to a population 
as any group that is the subject of the research interest. The population must 
however be clearly defined in terms of sample unit, sample element, extent and 
time. A sample unit is a unit used as a basis for sampling, thus the unit available 
for selection for the sample. The sample element is the unit from which the 
information is needed, whilst individuals remain the most common sample 
elements in market research (Hair et al. 2003:336; Wiid & Diggines 2009:196).  
In probability sampling, each sampling unit in the target population has a known, 
non-zero probability of being included in the sample (Hair et al. 2003:350; Wiid & 
Diggines 2009:199). In non-probability sampling methods it is unknown whether 
a specific unit of the population will be selected.  
• Probability sampling methods 
The process of simple random sampling involves the direct individual selection 
of individuals by means of a random process (Wiid & Diggines 2009:202; 
Zikmund 2003:384). Hair et al. (2003:351) and Goddard and Melville (2001:36) 
added that a researcher will use a table of random numbers such as digital 
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dialling or any other form of random selection process to ensure that each 
sample unit make up the defined target population.  With systematic random 
sampling some form of ordered list of members of the defined target population 
is used and researchers select a random starting point for the first sample 
member (Hair et al. 2003:351). When a defined target population however, is 
believed to have an abnormal or skewed distribution for one or more of the 
distinguishing characters for example income, sub-populations or strata need to 
be identified. A simple random sample is then drawn from the strata and is 
referred to as stratified random sampling (Hair et al. 2003:351; Wiid & Diggines 
2009:206; Goddard & Melville 2001:37). When researchers have to draw 
samples from populations that are difficult or at times impractical, a more 
complex design will be used. This method is called cluster sampling  where the 
population is then divided into geographic areas, each of which is considered to 
be similar to the other (Hair et al. 2003:351; Wiid & Diggines 2009:207). 
• Non-probability sampling methods.  
When a sample is drawn from a section of the population that is available or 
accessible to the researcher, it is known as convenience sampling. Wiid and 
Diggines (2009:201) claimed that this sampling method is especially useful 
where ideas and insights are more important than scientific objectivity, thus 
exploratory research.  
Hair et al. (2003:351) stated that with judgement sampling participants are 
selected according to whether the researcher believes they will meet the 
requirements of the study. Quota sampling however, involves the selection of 
prospective participants according to prescribed quotas (Zikmund 2003:383). 
These quotas can be demographic characteristics, for example age, or specific 
attitudes, for example quality, or specific behaviours, for example frequent 
buyers. This normally provides assurance that the prescribed subgroups are part 
of the target population. Snowball sampling according to Wiid and Diggines 
(2009:201) is a combination of convenience and judgement sampling. Census 
data can be used for example to classify the population according to certain 
characteristics. A sample or quota of the population that comply with these 
characteristics, will then be used in the study. 
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 Chruchill and Iacobucci (2005:323) suggested the use of a six-step procedure 
when developing a sample from a population. 
 
Figure 6.1: Six step procedure to develop a sample 
 
 
 
  
 
 
      
   
 
     
 
 
     
 
  
   
 
(Source: Adapted from Churchill & Iacobucci 2005:323) 
Define the target population 
Identify the sample frame 
Select the sampling method 
Determine the sample size 
Collect the data from the 
sample 
Select the Sample Elements 
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For the purpose of this study, the population selected, were all the organisations 
in the greater George Municipal area. The sample frame was developed by 
narrowing the selection down to those organisations that belonged to the 
George Business Chamber as at September 2010, as discussed in Chapter one. 
For the purpose of this study a proportionate stratified  sampling method was 
used as a subsection of the population, so thateach sub-group in the population 
well presented the sample. Once the organisations that belonged to the 
Chamber of Business in George were identified, as at the end of September 
2010, these organisations were classified into large (organisations with more 
than fifty employees), medium organisations (nineteen to forty nine employee) 
and small organisations (between one and nineteen employees). A decision was 
taken to make use of one independent organisation from each of the different 
categories. All the organisations that took part in the survey were from the 
manufacturing industry.  
 
6.3.2  Data collection methods 
The following section will discuss methods used for data collection in this study. 
Secondary data is historical data that has been gathered by outsiders for a 
purpose other than the study currently in question (Wiid & Diggines 2009:34; 
Zikmund 2003:136).  
Secondary sources that were used in the literature review were obtained through 
searching the national and international data base of the library of the Nelson 
Mandela Metropolitan University. Internet search engines such as Yahoo and 
Google scholar were also used to collect various articles, Whitepapers and 
journal articles pertaining to the study.  
Primary data was collected by means of a structured questionnaire that 
consisted mainly of closed ended questions. Although there are various types of 
questions that can be included in a questionnaire for example open questions 
where the respondents have the right to provide the answer to the best of their 
ability, Wiid and Diggines (2009:176) proposed that a well-structured 
questionnaire consists mainly of closed ended questions. Close ended questions 
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are defined as questions where the respondent’s answer is selected form a 
number of predetermined alternatives (Collis & Hussey 2003:179: Goddard & 
Melville 2001:48). Factual questions are likely to be closed questions and 
opinion seeking questions, open questions. Different types of closed ended 
questions can be used in constructing a questionnaire for example dichotomous 
questions or questions with only two alternatives, multiple-choice answers, 
where three or four answers are provided, rating scales where a relative value is 
given to a series of aspects and scaled questions where answers are given by 
the respondents by marking a certain point on the scale (Wiid & Diggines 
2009:178; Zikmund 2003:296-298). Open or unstructured questions can be used 
in preliminary surveys or to get a feel for the subjects as the respondent gets to 
answer the questions in their own words (Goddard & Melville 2001:48). 
6.3.3  Research Instrument   
Questionnaires were used to collect data in order to establish whether the 
independent variables namely hygiene factors, job satisfaction, self-
actualisation, rewards, communication and leadership style would have an 
influence on the dependant variables namely employee performance, 
organisational performance and client satisfaction. 
A five point Likert scale questionnaire was used for the purpose of this study 
which allowed the respondents to answer a statement by indicating what level of 
agreement with the statement they prefer. The questionnaire used for this 
research is provided in Annexure 1.   
A total of 175 questionnaires were distributed to respondents and 151 usable, 
completed questionnaires were received back. This indicates a response rate of 
86%. In order to ensure that the data was accurate, consistent and uniformly 
entered, all usable questionnaires were inspected, edited and coded.  
6.4  CRITERIA FOR EVALUATING MEASUREMENT INSTRUMENT 
After the collection of primary data, researchers are usually faced with a large 
number of raw data that needs to be converted into meaningful information in 
order to be analysed. Wiid and Diggines (2009:240) maintained that the analysis 
of quantitative data can be categorised as univariate, bivariate and multivariate 
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in nature. Univariate (single variable) analysis refers to the examination of only 
one variable at a time, for example measures of central tendency (Goddard & 
Melville 2001:573). Bivariate (two variables) analysis is used when an 
association between two variables is analysed at the same time. Regression and 
correlation are the two most common ways of expressing the degree of 
association between two variables. Multivariate (many variables) analysis is 
when relations among three or more variables are simultaneously analysed, in 
which casefactor analysis, cluster analysis and multiple regressions are mostly 
used. (Wiid & Diggines 209:240; Goddard & Melville 2001:573). 
6.4.1 Reliability 
 
Collis and Hussey (2003:186) stated that findings of a research study can be 
seen as reliable when the study is repeated by someone else and the same 
results are obtained. Statsoft (2002:3) agreed with the statement by adding that 
reliability adds to the representativeness of the results found in the sample for 
the entire population, thus how probable it is that a similar relation would be 
found if the experiment is replaced with other samples drawn from the same 
population. Wrisley, Marchetti, Kuharsky and Whitney (2004:908) added that 
reliability is an indication of the consistency of the measurement in research. 
Joppe (2000:1) defined reliability as the extent to which results are consistent 
over time and an accurate representation of the total population under study. 
Kirk and Miller (1986:41) identified three types of reliability in quantitative 
research namely observation reliability, experiment or test reliability and 
instrument reliability. These three reliabilities relate to the degree to which an 
instrument, if used repeatedly, remain the same, and the stability of a 
measurement over time and the similarity of instruments within a given time 
period.   
Internal reliability deals with the question of whether the experimental treatment 
(variable A) had an effect on variable B.  A lack of internal validity could lead to 
an alternative explanation for the relationship between variable A (the cause) 
and variable B (the effect) (Mitchell 1985:193).  
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Wrisley et al. (2004:908) proclaimed that the reliability of an instrument requires 
an accumulation of evidence that tests the degree to which items conform to the 
construct on which test score interpretations are based as well as a strong 
relationship amongst items. Hair et al. (2003:397) postulated that two popular 
techniques are usually used in research to assess internal consistency, namely, 
split-half test, where items in the scale are divided into two halves and the 
resulting halves summated scores are correlated against each other, and the 
coefficient alpha that takes the average of all the possible split-half measures 
that result from different ways of splitting the scale items. The value of the 
coefficient alpha can vary between 0 and 1 and in most, but not all the cases, a 
value of less than 0.6 would be indicated as marginal to low internal consistency 
(Hair et al. 2003:398). 
 Jackman and Strober (2005:31) identified four more common reliability 
concerns: Some units are harder to code than others; some categories are 
harder to understand than others; subsets of categories can sometimes be 
confused with larger categories; and lastly, individual coders may be careless. 
• Internal consistency  
Internal consistency reliability defines the consistency of results delivered in a 
test, ensuring that the various items measuring the different constructs deliver 
consistent scores (Shuttleworth 2009:1). Internal consistency according to Collis 
and Hussey (2003:187; Hair et al. 2003:397) indicates that every item is 
correlated with every other item across the entire sample and the average inter-
item correlation is taken as the index of reliability. Collis and Hussey (2003:187) 
further argued that even when the responses of questions may turn out to be 
highly reliable, the results may be worthless if the questions did not measure 
what it was intended to measure.  
Researchers generally interpret data and predict the value of scores and the 
limits of the relationships among variables.  Internal consistency is generally 
estimated by using one of three measures: the split-halfreliability index; 
Cronbach’s alpha coefficient or the Kuder-Richardson formula.The split-half 
estimate entails dividing up the test into two parts e.g. odd/evenitems or first half 
of the items and second half of the items, administering the two forms to the 
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same group ofindividuals and correlating the responses. Cronbach’s alpha 
coefficient and KR-20 both represent the average of all possible split-half 
estimates. The difference between the two is when they would be used to 
assess reliability (Miller, 2011:1; Burns & Grove 2005:454). 
Cronbach’s alpha coefficient is a statistic method used to test reliability in 
questionnaire development across fields (Ryu & Smith-Jackson 2006:44). 
Cronbach’s alpha coefficient estimates the degree of interrelatedness amongst a 
set of items and the variance amongst items. A widely advocated level of 
adequacy for coefficient alpha has been 0.70 (Cortina 1993:99; Nunnally & 
Bernstein, 1994:69). Cronbach’s alpha reliability coefficient normally ranges 
between 0 and 1. The closer Cronbach’s alpha coefficient is to 1.0 the greater 
the internal consistency of the items of the scale. Based upon the formula rk / 
[1= (ki-1) r] where k is the number of items considered and r is the mean of the 
inter-item correlation. The size of alpha is determined by both the number of 
items in the scale and the mean inter-item correlations (Cortina 1993:100). 
Cronbach’s alpha coefficient is also a function of questionnaire length (number 
of items), item redundancy and mean inter-item correlation (covariance) (Cortina 
1993:97; Netemeyer, Bearden & Sharma 2003:15). The alpha will tend to 
increase as the number of items increases.  Yu (2010:5) however stated that it is 
a common misconception that when the alpha is low, people anticipate it to be a 
poor test. It is stated by Yu (2010:5) that when a test measures several 
attributes or dimensions rather than one, the Cronbach alpha will be deflated. 
Gliem and Gliem (2003:87) also noted that there is actually no lower limit to 
Cronbach’s alpha coefficient. Santos (1999:2) confirmed this view by stating that 
although Nunnally and Bernstein (1994) initially indicated 0.7 to be an 
acceptable reliability coefficient, lower thresholds are sometimes used in the 
literature. 
6.4.2 Validity 
Joppe (2000:1) provided the following explanation of validity in quantitative 
research: 
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“Validity determines whether the research truly measures that which it was 
intended to measure or how truthful the research results are”. Wainer and Braun 
(1988:25) described the validity in quantitative research as construct validity. 
The construct is the initial notion, question or hypothesis that determines which 
data is to be gathered and how this data will be gathered. For this study, 
construact validity was used. 
Onwuegbuzie (2003:73) presented fifty different threats to internal and external 
validity that might occur at the research design/data collection, data analysis 
and/or data interpretation stages of the quantitative research process. These 
threats were later called the Quantitative Legitimation Model. 
Shadish, Cook and Campbell (2001:24) built on the work of Onwuegbuzie 
(2003) and classified research validity into four major types:  internal validity; 
construct validity; statistical conclusion validity; and external validity. 
• Construct validity 
Construct validity, according to Mitchell (1985:193) is described as the possibility 
that the operational definition of a cause or effect can be constructed in terms of 
one or more constructs, all of which are stated at the same level of reduction. 
Burns and Grove (2005:217) defined construct validity as the validity that 
examines the fit between the conceptual and operational definitions of 
variables.Theoretical concepts or constructs are defined within the framework of 
conceptual definitions. These definitions provide the basis for the development 
of operational definitions of the variables. Methods of measurement, also known 
as the operational definitions must validly reflect the theoretical 
constructs.Construct validity can be subdivided into face, convergent, 
discriminant and nomological validity (Diamantopoulos 2005:5). 
Face validity is a component of construct validity and is established when an 
individual that reviews the instrument concludes that it measures the 
characteristic or trait of interest (Aagja, Mammen & Saraswat 2011:33; Miller, 
n.d:3). Trochim (2006c:4) proclaimed that this is the weakest of all construct 
validity measures as it is essentially a subjective call as it does not entail the use 
of statistical methods. 
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 Convergent Validity is the degree to which an operation is similar to other 
operations it should theoretically be similar to. Trochim (2006c:4)  stated that 
evidence for convergent validity is obtained when there is a high correlation 
between two or more measures that are believed to measure the same 
construct. Aagja et al. (2011:33) noted that researchers can focus on factor 
loadings as an alternative way to assess convergent validity. This study made 
use of factor loadings as part of factor analysis and will be described in detail 
later in this chapter. This is one of the reasons why convergent validity is 
appropriate for this specific study. Another measure for convergent validity is 
correlation analysis. This measurement instrument was used in this study. 
Discriminant validity. Discriminant validity, according to Rudd (2009:2) is the 
extent to which latent variable A discriminates from other latent variables (e.g. B, 
C, D). Therefore, discriminant validity means that a latent variable is able to 
account for more variance in the observed variables associated with it than (a) 
measurement error or similar external, unmeasured influences; or (b) other 
constructs within the conceptual framework.  In order to have discriminant 
validity a scale must illustrate low correlation amongst other scales that are not 
measuring the same dimensions and amongst the measure of interest (Aagja et 
al. 2011:33). Shuttleworth (2009:1) remarked that the basic difference 
between convergent and discriminant validity is that convergent validity tests 
whether constructs that should be related, are related,whereas discriminant 
validity tests whether believed unrelated constructs are, in fact, unrelated. 
Nomological validity.The external nature which assesses the degree to which 
the observed correlation between the measures of two constructs confirms the 
theoretical relationship between those constructs is known as nomological 
validity (Brahma & Chakraborty 2009:214). Nomological validity can be tested by 
various techniques such as causal modelling techniques, correlation and 
multiple regression (Diamantopoulos 2005:35). 
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• Statistical conclusion validity 
Statistical conclusion validity is a threat to internal validity. Statistical conclusion 
validity refers to the idea of “instability” which can include fluctuations in 
sampling of persons or measures, unreliability of measures and the instability of 
repeated measure (Mitchell 1985:194).  
• External validity 
External validity reflects the extent to which the inferences drawn from any 
experiment can be generalised to or across people, settings and times (Mitchell 
1985:194). External validity according to Altermatt (2010:1) is the confidence 
one can have in generalising the results or findings of the study across people, 
situations, and times not included in a study. A study may have high external 
validity with regard to people (e.g. a random sample of 1100 likely voters) but 
poor external validity with regard to time (e.g. the sample was collected in 1960). 
• Genaralisability 
The degree to which an account is believed to be generalisable is a factor that 
clearly distinguishes qualitative and quantitative research approaches (Maxwell 
1992:293). One of the most common tests of 'validity' for quantitative research is 
the ability to generalise findings to wider groups and circumstances and yet is 
considered to be of little, or even no importance for many qualitative 
researchers. Qualitative research almost exclusively limits itself to 'internal' 
generalisations, if indeed it seeks to claim any form of generalisability at all. 
Quantitative research, on the other hand, attempts to deal with both internal and 
external generalisations, referring to these as 'internal validity' and 'external 
validity' respectively (Maxwell 1992:294). An explanation for this difference in the 
scope of the claims is tied to the types of situations and phenomena that 
qualitative and quantitative researchers investigate. In a very general sense, 
qualitative research concerns itself with the meanings and experiences of the 
'whole' person, or localised culture. Quantitative research, on the other hand 
attempts to fragment and delimit phenomena into measurable or 'common' 
categories that can be applied to all of the subjects or wider and similar 
situations. Therefore, whilst quantitative research is able to claim validity for 
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wider populations and not just merely samples, it is restricted to measuring 
those elements that, by definition and distortion, are common to all. Winter 
(2000:1) claimed that within the quantitative definition, an account may be 
judged 'valid', 'replicable' and 'stable' on the merits of its generalisability. Winter 
(2000:1) also argued that generalisation in itself is neither valid nor accurate. It is 
likely that a generalisable statement, whilst relating to all those to whom it is 
applied, may not actually describe the phenomena of any single case with any 
accuracy in the same way that a mean average score needs not be the same 
value as any of the numbers of which it is an average. Construct validity was 
applicable in this specific study.  
• Factor Analysis 
The interrelationships among a large number of variables combined with the 
disentanglement of those relationships to identify clusters of variables that are 
mostly linked together can be described as factor analysis (Burns & Grove 
2005:489). Factor analysis according to Shiu, Hair et al. (2003:601) is a 
multivariate statistical technique used to reduce information that is contained in a 
large number of variables into a smaller number of subsets, each subset 
describing a particular concept or dimension of the concept. 
Burns and Grove (2005:489) recommend that large sample sizes be used when 
doing factor analysis. Several factors can be identified within a data set. The 
researcher will explain why the variables are grouped together once the factors 
have been identified. It can thus be said that factor analysis helps in the 
identification of theoretical constructs. Factor analysis is also according to Burns 
and Grove (2005:489) used to confirm the accuracy of a theoretically developed 
construct. The process of developing measurement instruments, particularly 
those related to psychological variables such as attitudes, beliefs, values or 
opinions, is usually called factor analysis.  
 There are two types of factor analyses. Factor analysis is exploratory when one 
does not have a pre-defined idea of the structure or how many dimensions are in 
a set of variables. Confirmatory factor analysis takes place when one wants to 
test specific hypotheses about the structure or the number of dimensions 
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underlying a set of variables (Burns & Grove 2005:490). For this study construct 
validity was applicable. 
Factor analysis is a method for identifying a structure (factors or dimensions) 
that underlies the relations among a set of observed variables (Lyytinen & 
Gaskin 2012:3). This analysis occurs when correlations among a set of variables 
are transformed into smaller sets of underlying factors. Factor analysis 
according to Lyytinen and Gaskin (2012:3) are therefore a statistical procedure 
that involves the relationship between observed variables or measurements and 
the underlying latent factors. A distinction is made between observed variables 
(indicators) and underlying latent variables or factors (constructs).Together the 
observed variables and the latent variables make up the measurement model. 
Factor loading is a data-driven parameter that estimates the relationships 
(correlation) between an observed item and a latent factor. 
• Factor loadings 
Individual entries are the correlations between the variables (rows) and the 
factors (columns) (Churchill & Iacobucci 2005:571). Burns and Grove (2005:490) 
described factor loading as the actual regression coefficient of the variable of the 
coefficient. Factor loading can vary from +1 to -1. The closer the value is to 1.0, 
positive or negative, the stronger the relationship between the factor and the 
item (Lyytinen & Gaskin 2012:3). One can identify a factor amongst different 
items through selection of the dimensions with high factor loading and 
dismissing the low factor loading. The variables which are then considered to be 
the most “likable” are the variables with the high factor loading and the variables 
with the near zero or zero factor loadings are then seen as the “not likable” 
factors.  A value of 0.35 according to Hair, Black, Babin and Anderson 
(2006:128) is often used as the cut off level for factor loading. In this study only 
those factors above 0.5 were considered to confirm the validity of the items that 
were tested. 
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6.4.3 Regression Analysis 
Churchill and Iacobucci (2005:512) stated that correlation analysis and 
regression are terms referring to techniques for studying the relationships 
between two variables. These two terms are often used interchangeably, but the 
purposes are different. Correlation analysis involves measuring the closeness of 
the relationship between variables at a given time. The technique used to derive 
an equation that relates the criterion variable to one or more predictor variables 
are called regression analysis.  
Simple linear regression according to Burns and Grove (2005:500) provides a 
means to estimate the value of a dependent variable based on the value of an 
independent variable. Multiple regression analysis is an extension of simple 
linear regression in which more than one independent variable is entered into 
the analysis (Burns & Grove 2005:502). In this study the effect of the 
independent variables; hygiene factors; job satisfaction; self-actualisation; 
rewards communication and leadership style on dependent variables; employee 
performance, organisational performance and customer satisfaction were 
measured. 
Regression analysis can thus be seen as the statistical technique that uses 
information about the relationship between an independent and dependent 
variable, combines it with an algebraic formula and predicts some sort of 
clustering (Hair et al. 2003:572). The regression model is readily extended to 
incorporate multiple predictor variables to estimate the criterion available. 
Should the predictor variables not be correlated amongst themselves, thenthe 
average change in the criterion variable per unit change in the predictor variable 
in question, will be indicated by each partial regression coefficient (Churchill & 
Iacobucci 2005:531). Little substantive meaning can be attached to the slope 
coefficient if the variables are correlated, yet the regression equation can often 
be used successfully for prediction. 
Chapter seven will have a detailed analysis of all the research results obtained 
from this study. 
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6.5 MEASURING INSTRUMENTS 
 
A self-developed questionnaire, which contained some questions previously 
used by other researchers were developed to measure the independent and 
dependant variables of the proposed model as set out in Figure 5.1. Five 
response questions namely, strongly disagree, disagree, neutral, agree and 
strongly agree were used to score the responses of each questionnaire item. 
6.5.1  Hygiene factors 
This variable according to Smit et al. (2007:343) includes job content, including 
salary, interpersonal relations (supervisor and subordinates) organisation policy, 
status and job security. Questions to test this independent variable were 
adapted from the questionnaire by Robbins, Judge, Odendaal and Roodt 
(2009:162). A five point Likert scale was used to structure the questions. 
6.5.2 Job satisfaction 
A five point Likert scale was used to structure questions regarding this 
independent variable. Questions were adapted from questionnaires by Van 
Herpen et al. (2005:314) and Morgan (2008:2). 
6.5.3 Self-Actualisation 
Questions were adapted from Drake, Wong and Salter (2007:87), Boyum 
(2007:1); and Hui, Haung and Wen-Dao (2009:4). A five point Likert scale was 
used to structure questions regarding this independent variable. 
6.5.4 Rewards 
For the purpose of this study questions were adapted from questionnaires by 
Van Herpen et al. (2005:314) and a five point Likert scale was used to structure 
the questions. 
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6.5.5 Communication 
Questions pertaining to this independent variable were adapted from 
questionnaires by QuestionPro (2010b), Harp (2011) and Murphy (2010). 
Questions were structured according to a five point Likert scale. 
6.5.6 Leadership style 
For the purpose of this study, questions regarding this independent variable 
were structured using a five point Likert scale and were adapted from 
questionnaires by Clark (2010:1) and Indvik (1985:15). 
6.5.7 Employee performance 
The questions regarding this dependent variable for this study were adapted 
from questionnaires used by QuestionPro (2010c) and Employee Performance 
Review (2005).  A five point Likert scale was used to structure the questions. 
6.5.8 Organisational performance 
A five point Likert scale was also used to structure the questions for this 
dependant variable. Questions were adapted from questions used by Wang, 
Shieh and Tang (2010:3929). 
6.5.9 Customer satisfaction 
With the final dependent variable of this study, client satisfaction, questions were 
adapted from QuestionPro (2010a) and Eupan (2007:93). A five point Likert 
scale was used to construct these questions. 
6.5.10 Instruments used for the demographic profile of the respondents 
In the organisations where the fieldwork for this study was carried out, individual 
demographic variables were measured to evaluate their effects on the 
respondents’ perceptions towards hygiene factors, job satisfaction, self-
actualisation, rewards, communication, and leadership style with regard to 
employee performance. A single-item instrument is used for all selected 
individual variables.  A two-to-three point response scale is used for all selected 
variables. 
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Gender was measured with a single-item measure and scored on a two-point 
scale, namely: 
1 = Male 2 = Female 
Table 7.1 reveals that the majority of the respondents (56%) were females and 
males were 44%.  
Race  was measured with a single-item measure and scored on a three-point 
scale, namely: 
1 = Black  
2 = Coloured 
3  = White 
Table 7.1 reveals that 26% of respondents were black, and that the majority of 
the respondents (62%) and only 24% of the respondents were white. 
Size of organisation was measured with a single-item measure and scored on 
a three-point scale, namely: 
1 = Small  
2 = Medium 
3 = Large 
Table 7.1 reveals that 53 % of respondents were employed in large 
organisations, and 31% of the respondents were employed in medium 
organisations and only 16% of the respondents were employed in small 
organisations. 
6.6 SUMMARY  
Chapter six discussed the research methodology that was used for this study. 
The different types of research, the sampling process, research instrument and 
measurement processes were evaluated in detail. This chapter also dealt with 
concepts such as reliability and different types of validity of measuring 
techniques. The procedures to use factor analysis and regression analysis as 
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data reduction methods were briefly discussed. Chapter seven reports on the 
empirical results of this study. 
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CHAPTER SEVEN  
EMPIRICAL RESULTS OF THE STUDY 
7.1 INTRODUCTION 
In this chapter the conceptual model based on the results from the empirical 
investigation were evaluated.Statistical analysis procedures were used to 
process the quantitative data collected via the structured questionnaire. 
Statistical analysis was done to determine the validity, reliability and the 
empirical results of the hypothesized relationships amongst the factors that were 
investigated with this specific study.  
7.2  SUMMARY OF THE EMPIRICAL INVESTIGATION OBJECTIVES 
This research investigated and analysed the perceptions of employees in 
respect of the following variables of the employee performance, which are: 
hygiene factors, job satisfaction, self-actualisation needs, rewards, 
communication, leadership styles as well as the impact of motivational factors 
and employee factors on customer satisfaction and organisational performance 
as indicated in the employee performance theoretical model (Figure 7.1).  
The focus of the questionnaire was to collect data pertaining to the perceptions 
of employees regarding the motivational factors and employee performance in 
the small, medium and large organisations. To achieve the aim of the study a 
number of alternative hypotheses were formulated to test the conceptual model.  
The alternative hypotheses state that there are relationships between the 
identified variables.  The alternative hypotheseswill be stated again to put the 
study into perspective:  
 
The alternative hypotheses concerning the employees’ perceptions are 
stated below: 
Ha1: There is a relationship between hygiene factors and employee 
performance. 
Ha2: There is a relationship between job satisfaction and employee 
performance. 
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Ha3 There is a relationship between self-actualisation and employee 
performance. 
Ha4: There is a relationship between rewards and employee performance. 
Ha5: There is a relationship between communication and employee 
performance. 
Ha6: There is a relationship between leadership style and employee 
performance. 
Ha7: There is a relationship between employee performance and 
organisational performance. 
Ha8: There is a relationship between employee performance and customer 
satisfaction. 
Ha9: There is a relationship between motivational factors and organisational 
performance.  
Ha10: There is a relationship between motivational factors and customer 
satisfaction. 
The empirically tested hypotheses are depicted on Figure 7.1 below. 
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Figure 7.1:  The modeled influences and outcomes of employee 
performance as perceived by employees   
 INDEPENDENT VARIABLES                                  DEPENDENT VARIABLES 
 
            
13.  
14.  
15.    Ha1   Ha1              
Ha9 
a. Ha1 
Ha² 
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Ha³   Ha3 Ha3  
Ha98Ha4   Ha8 
16. Ha4 Ha4Ha9H a5                   
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17.        
a.  
  
7    
        Ha10 
 
     
       
7.3 DESCRIPTIVE STATISTICS 
7.3.1  The Composition of respondents 
A section of the questionnaire was developed to obtain information on the 
demographic profile of the respondents. Table 7.1 summarises the composition 
of the respondents. 
 
 
 
 
Self-actualisation 
 
Rewards 
Hygiene factors 
Job satisfaction 
 
Communication 
   
Leadership styles 
   
 
Employee performance 
Organisational 
performance 
Customer 
satisfaction 
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                Table 7.1: Composition of the respondent group in demographic 
terms 
Demographic Range N % 
Gender Male 
Female 
85 
65 
56 
44 
Total  151 100 
Race Black 
Coloured 
White 
39 
94 
28 
26 
62 
12 
Total  151 100 
Size of 
organisation 
Small 
Medium 
Large 
24 
47 
80 
16 
31 
53 
  151 100 
 
(Source: Researcher’s own construct) 
Table 7.1 indicates that males represented 56% of the total respondents and 
females represented 44% of the respondents. Table 7.1 further reveals that 26% 
of the respondents were black, 62% of respondents were coloured and only 12% 
of respondents were white. 
The respondents from the small organisation accounted for 16% and 31% of the 
respondents were from the medium sized organisation and 53% of the 
respondents represented the large organisation.  
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Table 7.2:  Abbreviations of variables 
VARIABLE ABBREVIATION 
Hygiene factors HF 
Job Satisfaction JS 
Self-actualisation SELF 
Rewards RE 
Communication COM 
Leadership style LS 
Employee performance EP 
Organisational performance OP 
Customer Satisfaction CS 
 
7.3.2  The mean and standard deviation of variables  
 
Table 7.3:  The mean and standard deviation of variables: general sample 
response per category 
VARIABLE MEAN STANDARD DEVIATION 
HF 4.13 1.054 
JS 3.93 1.116 
COM 3.89 1.144 
LS 3.73 1.128 
EP 3.88 0.849 
OP 3.96 1.037 
 
Table 7.3 shows that variables were measured with a five-point Likert scale, 
whereby one and two represented the degree to which respondents disagreed 
with the statements on the variables, threeindicated a neutral choice, and four 
and five meant that the respondents fairly agreed and strongly agreed with the 
statements, respectively.  
Table 7.3 indicates that the majority of the respondents perceived hygiene 
factors as highly influencing employee performance (M=4.13). Working 
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conditions and job security specifically were perceived to be higher than the 
other factors. Table 7.3 further reveals that the respondents were satisfied with 
their jobs (M=3.93). Although management communication efforts are 
acceptable to the employees (M =3.89), respondents feel that there is a need for 
better communication among employees generally in the organisation.  
According to Table 7.3 the respondents agree to some extent that they are 
satisfied with the leadership styles of the management in organisations (M 
=3.73). The respondents agreed to some extent that management makes it 
possible for them to increase their performance in their organisations (M =3.88).   
Table 7.3 reveals that the respondents were satisfied with the organisational 
performance (M =3.96).  
7.4   DATA ANALYSIS 
The data analysis consisted of four distinct phases and the empirical results 
were as follows: 
• The first phase of data analysis was to assess the internal reliability of the 
measuring instruments used. This was done by calculating the Cronbach 
alpha values of each instrument, using the computer programme SPSS. 
• The second phase of the statistical analysis evaluated the 
discriminantvalidity of the various instruments used to measure the 
constructs under consideration. Validity was verified by means of factor 
analysis procedures which were used to assess whether individual items 
were indeed separate measures of the underlying dimensions they were 
supposed to measure. 
• During the third phase the influence of the independent variables on the 
dependent variables specified in the model depicted in Figure 7.1 were 
evaluated through multiple regression.   
• The objective of the fourth phase was to test the hypothesized relationships. 
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7.4.1 Internal reliability of the instruments 
The Cronbach alpha coefficient was used to assess the internal validity and 
consistency of the measuring instruments and STATISTICA (Version 10) 
computer package was used for this purpose. Reliability deals with how 
consistently similar measures produce similar results and has two dimensions of 
internal consistency and repeatability (Seock 2003:70). Internal consistency 
refers to the ability of a scale item to correlate with other items in the scale that 
are intended to measure the same construct and is often measured by Cronbach 
alpha (Henson 2008:1). 
The internal consistency of each of the factors was assessed by calculating 
Cronbach’s alpha; the value >0.5 was considered to represent a sufficient 
standard of reliability in this study. The acceptance of a value >0.5 was in 
accordance with literature supported by Joshi, Chen and Lim (2009:988).Table 
7.4 indicates the various Cronbach’s alpha coefficients for the independent and 
dependent variables. The results indicated in Table 7.4 show Cronbach’salpha 
values between 0.5 and 0.6. Variables with a Cronbach’s alpha value of more 
than 0.5 were considered for further analysis. These variables included hygiene 
factors, job satisfaction, communication, leadership, employee performance and 
organisational performance. In conclusion, the study retains HF, JS, COM, LS, 
EP and OP, since their Cronbach alphas were above the cut-off point. 
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Table 7.4: Cronbach alpha values of measuring instruments: theoretical 
model 
 
MEASURING INSTRUMENT INITIAL VALUE FINAL VALUE 
Hygiene factors (HF) 0.58 0.58 
Job Satisfaction (JS) 0.57 0.57 
Communication (COM) 0.51 0.51 
Leadership style (LS) 0.57 0.57 
Employee Performance (EP) 0.41 0.67 
Organisational Performance (OP) 0.56 0.56 
Customer Satisfaction (CS) 0.33 Deleted 
Self-actualisation (SELF) 0.48 Deleted 
Rewards (RE) 0.25 Deleted 
 
7.4.2 Validity of the measuring instrument 
The next step in the data analysis phase was to assess the discriminant validity 
of the variables listed in Table 7.4.  Construct validity is a scale evaluation 
criterion that deals with accuracy by providing an indication of the degree of the 
relationship between the instrument and the construct being measured (Aagja et 
al. 2011:33). 
The purpose of measuring the construct validity is to indicate whether a set of 
measured items reflects the theoretical factor that those items were designed to 
measure (Aagja et al. 2011:33). 
Hill and Hughes (2008:4) indicated that confirmatory factor analysis can 
determine whether factors are redundant in terms of eachother and can address 
both convergent and discriminant validity, whereas exploratory factor analysis 
only addresses convergent validity. Henson (2008:2) confirmed the use of 
confirmatory factor analysis (CFA) as a way to estimate the construct validity. By 
conducting CFA, the researcher will notice the structure of constructs with its 
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measures (items) that fulfill the requirement of discriminant and convergent 
validity.  
For the purpose of testing the construct validity of the measuring instrument, an 
exploratory factor analysis was conducted. According to Shuttleworth (2009:1) 
discriminant validity is a form of construct validity which refers to the extent to 
which a construct is not associated with other constructs on a theoretical basis. 
In order to confirm the validity of the measuring instrument used in this study, all 
the factor loadings must be statistically significant (Seock 2003:70). 
Factor loading values indicate the strength of the relationship between each 
factor and item. Values greater than 0.3 are considered substantial or salient 
whilst factor loadings of 0.5 and greater are considered practically significant 
(Seock 2003:72). For this study a factor loading of 0.4 was used as the cut-off 
point. Any item with a factor loading value of less than 0.4 was eliminated from 
the analysis. 
The STATISTICA version 10 (2010) computer programme was used to conduct 
two sets of exploratory factor analyses.The first set of two factor analyses 
involved perceptions of employees towards motivating factors (influences) with 
regard to hygiene factors (HF), job satisfaction (JS), communication (COM), and 
leadership style (LS). The second factor analysis involved the perceptions and 
potential outcomes of employee performance, namely, organisational 
performance (OP). 
7.4.2.1 Perceptions of employees towards motivating factors with regard to 
employee performance 
Table 7.5 reveals that the items expected to measure ‘hygiene factors’, ‘job 
satisfaction’, ‘communication’ and ‘leadership style’ did not load on separate 
factors.  It means that respondents did not regard ‘hygiene’, ‘job satisfaction’ and 
‘leadership style’ as separate dimensions.  Instead, respondents viewed 
‘hygiene factors’, and ‘job satisfaction’ and ‘leadership style’ as two constructs, 
renamed ‘motivator factors’ and ‘hygiene factors’. Table 7.5 also reveals that the 
items expected to measure ‘job satisfaction’, ‘communication’ and ‘ leadership 
style’ did not load on separate factors.  It means that respondents did not regard 
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‘job satisfaction ’, communication’ and ‘leadership style’ as separate dimensions.  
Instead, respondents view ‘communication’, ‘job satisfaction’ and ‘leadership 
style’ as two constructs, renamed ‘management communication’ and ‘leadership 
skills’.   
Three of the seven items (HF3,HF4 and HF5), which were expected to measure 
‘hygiene factors’, and three of the six items (JS4, JS5 and JS6) which were 
expected to measure ‘job satisfaction’ as well as one of the five items (LS1) 
which was expected to measure ‘leadership style’ loaded in factor 1.  This 
means that respondents view these items as measures of a single construct 
termed ‘motivator factors’.  
Two of the five items, which were expected to measure the variables 
‘communication’ (COM1, COM5), and two of the leadership styles (LS2, LS3) 
loaded on factor 2.  This means that respondents view these items as a single 
construct termed ‘management communication’.    
Two of the seven items (HF1, HF2) which were expected to measure ‘hygiene 
factors’, and two of the ‘job satisfaction’ (JS1, JS2) loaded on factor 4.  This 
means that respondents view these items as a single construct termed ‘hygiene 
factors’.    
Two of the five items, which were expected to measure leadership style (LS4, 
LS5), and two of five items which were expected to measure communication 
(COM3, COM4) as well as one of the six items which were expected to measure 
job satisfaction (JS3) loaded on Factor 5. This means that respondents view 
these items as a single construct termed ‘leadership skills’.  
Respondents did not regard hygiene factors and job satisfaction, communication 
and leadership style as separate dimensions either.  This means that 
respondents also view ‘hygiene factors’ and ‘job satisfaction’ as Herzenberg’s 
two-factor theory variables (Motivator factors and Hygiene factors).  In other 
words, some of these items are viewed by respondents as a single construct 
termed ‘hygiene factors’ and some were viewed by respondents as ‘motivator 
factors’. 
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Table 7.5: Rotated factor loadings: General perceptions of employees 
towards motivating factors with regard to employee 
performance 
 Factor 1 Factor 2 Factor 3 Factor 3 Factor 4 
 Motivator factors Communication N/A 
Hygiene 
factors 
Leadership 
styles 
HF2 0.310 0.155 -0.552 0.253 0.301 
HF3 0.616 0.149 0.136 0.104 -0.135 
HF4 0.654 0.155 -0.072 0.097 0.189 
HF5 0.776 -0.084 0.034 0.030 0.124 
H7 0.072 0.181 0.695 -0.058 0.176 
JS4 0.559 0.178 -0.056 0.274 0.208 
JS5 0.401 0.348 -0.005 0.253 0.216 
JS6 0.402 -0.144 0.372 0.247 0.228 
LS1 0.440 0.326 -0.065 0.188 0.296 
COM1 0.053 0.642 0.177 0.032 0.279 
COM2 0.104 0.143 0.588 0.212 0.014 
COM5 -0.103 0.492 0.163 0.078 -0.142 
LS2 0.323 0.591 0.011 -0.087 -0.067 
LS3 0.027 0.618 -0.008 0.296 0.137 
HF1 0.223 -0.030 -0.084 0.661 0.239 
HF6 0.071 0.053 0.105 0.756 -0.019 
JS1 0.075 0.300 -0.142 0.631 0.010 
JS2 0.046 -0.334 0.139 0.446 0.367 
LS4 0.055 0.314 0.161 -0.053 0.634 
LS5 0.221 0.058 -0.262 -0.149 0.524 
COM3 0.152 0.214 0.040 0.203 0.664 
COM4 0.101 -0.022 -0.009 0.217 0.645 
JS3 0.227 -0.113 0.286 0.034 0.437 
 Loadings greater than 0.4 were considered significant. 
From Table 7.5 it is evident that not all the item loadings exceeded the 0.4 cut 
off point. Three items, which were expected to measure hygiene factors and 
communication (HF2, HF7, COM2), did not load to a significant extent (p < 0.04) 
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and this led to the deletion of these items and were not used in subsequent 
analyses. All items that loaded on factor 3 were deleted on the basis of lack of 
sufficient discriminant validity. 
7.4.2.2 Influences and outcomes of employee performance 
Table 7.6 reveals that two of the four items (EP2, EP3) expected to measure 
‘employee performance’ loaded on factor 2 but  two items (EP1, EP4) were 
deleted as they did not load to a significant extent on a separate factor.  In other 
words, these items did not demonstrate sufficient discriminant validity.  The 
outcome variables and the individual items expected to measure each outcome 
are summarised in Table 7.6.  All four items (OP1, OP2, OP3, OP4) expected to 
measure ‘organisational performance’, loaded on factor 1. These four items 
were regarded as a measure of ‘organisational performance’.  It was therefore 
concluded that respondents perceived items expected to measure organisational 
performance as one construct, termed ‘employee performance’ and all items 
expected to measure outcome of employee performance as one construct 
termed ‘organisational performance’.  
Table 7.6: Rotated factor loadings: The influence and outcomes of 
employee and organisational performance  
 Factor 1 Factor 2 
 Organisational performance 
Employee 
performance 
EP2 0.041 0.877 
EP3 0.102 0.854 
OP1 0.561 -0.011 
OP2 0.713 0.115 
OP3 0.600 0.094 
OP4 0.733 0.112 
 
 Loadings greater than 0.4 are considered significant. 
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7.4.2.3 Cronbach alpha values of latent variables based on the results of factor 
analysis: theoretical model 
As some items were deleted and new variables formed as a result of the 
discriminant validity assessment with the exploratory analysis, the original 
theoretical model had to be adapted. The reliability of the new and adapted 
variables had to be reassessed.  Table 7.7 summarises the items which are 
regarded as measures of individual variables in the theoretical model following 
the exploratory factor analysis. Table 7.7 indicates that all variables had 
Cronbach alpha values of more than 0.5 and were considered for further 
analysis. 
Table 7.7: Cronbach alpha coefficients of the latent variables based on the 
comprehensive exploratory factor analysis  
Latent variable Items Α 
Motivator factors 
HF3, HF4, HF5, JS4, JS5, 
JS6, LS1 
0.74 
Hygiene factors HF1,HF6, JS1, JS2 0.61 
Management 
communication 
COM1, COM5, LS2, LS3 0.56 
Leadership skills 
LS4, LS5, COM3, COM4, 
JS3 
0.64 
Employee performance EP2, EP3 0.67 
Organisational 
performance 
OP1, OP2, OP3, OP4 0.56 
 
The empirical factor structure is summarised in Table 7.8 and is therefore 
subject to a multiple regression analysis,  a statistical technique used to assess 
the influence of two or more independent variables on a dependent variable  
(Churchill & Iacobucci 2005:520; Burns & Grove 2005:502). 
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Table 7.8:  Empirical factor structure: Influences and outcomes 
VARIABLES INDIVIDUAL ITEMS 
Motivator factors HF3, HF4, HF5, JS4, JS5, JS6, LS1 
Hygiene factors HF1,HF6, JS1, JS2 
Management communication  COM1, COM5, LS2, LS3 
Leadership skills LS4, LS5, COM3, COM4, JS3 
Employee performance EP2, EP3 
Organisational performance OP1, OP2, OP3, OP4 
 
The empirical factor structure as summarised in Table 7.8 is therefore subjected 
to regression analysis.    
As a result of the formulation of the adapted model the hypotheses tested had to 
be reformulated.   
The Hypotheses subjected to empirical verification (Figure 7.3) were: 
• Ha1  and Ha3: are modified into Ha1.1and Ha1.2 
• Ha1.1:  There is a relationship between hygiene factors and employee 
performance. 
• Ha1.2:  There is a relationship between motivator factors and employee 
performance. 
• Ha5: There is a relationship between management communication 
andemployee performance. 
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• Ha6: There is a relationship between leadership skills and employee 
performance.  
• Ha7: There is a relationship between employee performance and 
organisational performance. 
• Ha9: There is a relationship between leadership skills and organisational 
performance 
Figure 7.2 shows the adapted model of the relationships among variables 
based on perceptions of employees and effects of the employee performance 
on organisational performance  
FIGURE 7.2:   THE EMPIRICAL MODEL OF EMPLOYEE PERFORMANCE 
INDEPENDENT VARIABLES                                   DEPENDENT VARIABLES 
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7.5.   THE INFLUENCE OF EMPLOYEE PERCEPTIONS ON EMPLOYEE       
PERFORMANCE 
 
7.5.1 The influence of motivation dimensions on employee performance 
Table 7.9 reveals that the R2 of 0.183 explains that 18% of the variability in the 
model is explained by the variable employee performance (EP). This means that 
motivator factors (b = 0.203, p < 0.03) and management communication (b = 
0.278, p < 0.002) are positively related to employee performance (EP).    
According to Table 7.9 employee performance does not exert a significant 
influence on ‘hygiene factors’ and ‘leadership styles’. 
 
Table 7.9:  Regression analysis: The influence of motivation dimensions 
on    employee performance 
 REGRESSION SUMMARY : MODERATING VARIABLE : EMPLOYEE PERFORMANCE 
Parameter Beta b* Std. Error B Std Error T-value P-value 
MF 0.192 0.092 0.203 0.097 2.083 0.0389* 
HF -0.017 0.083 -0.019 0.093 -0.209 0.8339 
COM 0.253 0.082 0.278 0.090 3.090 0.0023** 
LS 0.114 0.087 0.120 0.091 0.308 0.1930 
R R2 F Std Error of estimate P 
43% 0.18286106 8.168 0.466845               p< .00000 
*   = p < 0.05 
**  = p < 0.01 
*** = p < 0.001 
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7.5.2  The influence of employee performance on organisational performance 
Table 7.10 shows that the R2 of 0.039 indicates that 40% of the variability in the 
model is explained by variable EP. This means that employee performance (b = 
0.20, p < 0.05) have a positive relationship with organisational performance. 
 
Table 7.10: Regression analysis: The influence of employee performance 
on organisational performance 
 REGRESSION SUMMARY FOR DEPENDENT VARIABLES: 
ORGANISATIONAL PERFORMANCE  
Parameter Beta b* Std. Error B Std Error T value P-value 
Employee 
performance (EP) 0.197475 0.080 0.175 0.071 2.458 0.015081* 
EP:  R R2 F Std Error of estimate  P 
20% 0.03899638 6.0462 0.071   p<0 .00000 
*   = p < 0.05 
**  = p < 0.01 
*** = p < 0.001 
 
 
 
7.5.3 The impact of motivation dimensions on organisational performance 
 
Table 8.11 indicates that management communication (b = 0.340, p < 0.001) is 
positively related to organisational performance. Table 7.11 further reveals that 
leadership skill (b = 0.172, p < 0.02) is positively related to organisational 
performance.   Table 7.11 further shows that motivator factors (MF) and hygiene 
factors (HF) do not exert a significant influence on organisational performance. 
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Table 7.11:  Regression analysis: The influence of motivational 
dimensions on organisational performance 
 
 REGRESSION SUMMARY : MOTIVATION DIMENSIONS 
Parameter Beta b* Std. Error B Std Error T-value P-value 
MF -0.001 0.088 -0.000 0.083 -0.011 0.990 
HF 0.147 0.079 0.147 0.079 1.858 0.065 
COM 0.347 0.078 0.340 0.076 4.455 0.000 
LS 0.184 0.083 0.171 0.078 2.203 0.6576 
R R2 F Std Error of estimate P 
51% 0.25548726 12.525 0.395971               p< .00000 
*   = p < 0.05 
**  = p < 0.01 
*** = p < 0.001 
 
 
The t-values reported in Tables 7.9, 7.10, and 7.11 need to be interpreted; the 
higher the t-values, the stronger the impact of the independent variables on 
‘employee performance’. Table 7.9 reveals that management communication 
has a moderate impact on ‘employee performance’ with a moderate t-value (t = 
3.091) followed the t-value of ‘motivator factors’ (t=2.083), which shows a 
weaker relationship with the moderating variable. Of significance is that 
management communication has a strong to moderate impact on organisational 
performance with a high t-value (t = 4.455) (Table 7.11) followed by a t-value of 
‘leadership skills’ (t = 2.203), which shows a weaker relationship with the 
dependent variable (organisational performance). The dependent variable 
‘employee performance’ in Table 7.10 also shows a moderate to low impact on 
organisational performance with a t-value (t = 2.458).  Variables with low t-
values indicate the weakest relationships with the moderating variables. 
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7.6  RESULTS OF HYPOTHESES TESTING 
7.6.1 Findings on the first set of hypotheses: 
 
Ha1.1:  There is a relationship between hygiene factors and employee 
performance. 
Table 7.9 indicated that the hygiene factors are not significantly related to 
employee performance (r = -0.02, NS). This means that there is no significant 
correlation between the hygiene factors and employee performance. Therefore, 
Ha1.1 is rejected.  
Ha1.2:  There is a relationship between motivator factors and employee 
performance. 
Table 7.9 reported a statistically significant positive relationship between the 
motivator factors and employee performance (p < 0.001). This means that there 
is a significant positive correlation between the motivator factors and employee 
performance.  Ha1.2 is accepted. 
Ha5:  There is a relationship between management communication and 
employee performance. 
Table 7.9 indicated that management communication is significantly related to 
employee performance (p < 0.001). This means that there is a significant 
positive correlation between management communication and employee 
performance.  Ha1.6  is accepted. 
Ha6: There is a relationship between leadership skills and employee 
performance.  
Table 7.9 indicated that the leadership skills are not significantly related to 
employee performance (r = -0.11, NS). This means that there is no significant 
correlation between the leadership skills and employee performance. Therefore, 
Ha1.6 is rejected. 
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7.6.2 Findings on the second set of hypotheses  
 
Ha7: There is a relationship between employee performance and 
organisational performance. 
Tables 7.10 reported a statistically significant positive relationship between the 
employee performance and organisational performance (p < 0.001). Thus, 
indicating a significant positive correlation between employee performance and 
organisational performance. Therefore Ha7 is accepted. 
Ha9: There is a relationship between motivation dimensions and organisational 
performance. 
Table 7.11 indicated that hygiene factors (r = 0.15, NS) and motivator factors are 
not significantly related to organisational performance (r = -0.10, NS). Table 7.11 
also reported astatistically significant positive relationship between the 
management communication and organisational performance (p < 0.001). Ha9: 
is therefore rejected. 
Ha10: There is a relationship between leadershipskills and organisational 
performance. 
According to Table 7.11 leadership skills are significantly related to 
organisational performance (p < 0.001). Thus, indicating a significant positive 
correlation between motivation dimensions and organisational performance. 
Therefore Ha10 is accepted. 
7.7  SUMMARY 
This chapter focused on the evaluation of the conceptual model based on the 
results from the empirical investigation. A brief overview of the composition of 
the respondent group that completed the questionnaires was given. The first set 
of statistical analysis was done to establish the mean and standard deviation of 
the variables. The Hygiene factors were seen to have a high influence on 
employee performance (M = 4.13), especially working conditions and job 
security were perceived higher than the other attributes. Respondents was 
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generally satisfied with their jobs (M= 3.93) and management communication 
were acceptable to employees (M = 3.89).Although employees agreed in 
general that they were satisfied with the management styles of their managers 
(M = 3.73), they felt that there was still a need to improve communication among 
employees (M = 3.73). Respondents were generally satisfied with organisational 
performance (M = 3.96). 
Internal validity and consistency of the measuring instruments were assessed 
through the use of the Cronbach alpha coefficient. Cronbach alpha values of ˃ 
0.5 were accepted for this study. These variables included hygiene factors, job 
satisfaction, communication, leadership, employee and organisational 
performance. Client satisfaction, self-actualisation and rewards fell below the cut 
off point of 0.5 for this study and were deleted. 
Two sets of factor analyses were done to test the validity of the measuring 
instrument. The first set of two factor analysis involved the perceptions of 
employees towards motivational influences (factors) with regard to hygiene 
factors, job satisfaction, communication and leadership styles. The perceptions 
and potential outcome of employee performance, namely organisational 
performance was involved in the second factor analysis.Factor loadings greater 
than 0.4 were considered significant. Hygiene factors (HF2) and (HF7), as well 
as communication (COM2) did not load to a significant extent and were deleted 
and not used for further analysis. All items that loaded on factor 3 were deleted 
on the basis of lack of sufficient discriminant validity. 
As a result of the formulation of the adapted model, the hypotheses tested had 
to be reformulated as set out in Figure 7.2.  Figure 7.2 showed the adapted 
model of the relationships among variables based on the perceptions of 
employees and effects of the employee performance on organisational 
performance. 
Table 7.9 revealed that 18% of the variability in the model were explained by the 
variable employee performance, indicating that motivator factors (b = 0.203, p ˂ 
0.03) and that management communication (b=0.278, p ˂ 0.002) were positively 
related to employee performance. 
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 Twenty percent of the variability in the model could be explained by the variable 
employee performance. Employee performance (b= 0.20, p ˂ 0.05) has a 
positive relationship with organisational performance. Management 
communication (b= 0.340) was positively related to organisational performance. 
Leadership skill (b= 0.172, p ˂ 0.02) was also positively related to organisational 
performance. Motivational factors and hygiene factors did not have a significant 
influence on organisational performance. 
In order to interpret the strength of the influence of the independent variables on 
employee performance, regression analyses were conducted and t-values were 
interpreted (Table 7.11). These values revealed that management 
communication had a moderate impact on employee performance (t = 3.091), 
but a weaker relationship existed between management communication and the 
moderating variable (t = 2.083). Management communication had a strong to 
moderate influence on organisational performance (t = 4.455) however 
leadership skills (t = 2.203) showed a weaker relationship with organisational 
performance. Employee performance (t = 2.458) also showed a moderate 
impact on organisational performance. 
According to the findings of the first set of hypotheses,   Ha1.1and Ha1.6 were 
rejected, and Ha1.2 and Ha1.5 were accepted.  The findings of the second set of 
hypotheses lead to the acceptance of Ha7and Ha10. 
Chapter eight provides a summary of the study, conclusions and 
recommendations. 
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CHAPTER EIGHT 
SUMMARY, CONCLUSIONS AND RECOMMENDATIONS 
8.1   SYNOPSIS OF THE STUDY 
Chapter one provided an introduction to this study. The importance of motivation 
in the workplace was discussed and the motivational theories of McClelland 
(Kleinbeck, Thierry, Quast & Hachet 1990:3), McGregor’s theory X and Y 
(Carson 2005:450), Herzberg (Jones & Lloyd (2005:932) and Maslow’s 
hierarchy of needs (Cant et al. 2006:133) were discussed. A brief introduction 
was provided on employee and organisational performance. The various 
motivational factors that were used for this specific study, namely hygiene 
factors; attitude, job satisfaction, rewards, leadership style and communication 
were defined as well as their attributes. A first, second and third set of 
hypotheses were set out for this study. The chapter concluded with the proposed 
theoretical model for this study.  
Chapter two provided an in depth overview of motivation and two types of 
motivation namely satisfiers and dissatisfiers (Chapman 2009b:2) were 
identified. The importance of motivation in the workplace was discussed by 
Steers, et al. (2004:379) and Lindler (1998:1). Figure 2.2 summarised the 
comparison for the motivational theories referred to in this study. The basic 
motivational process was discussed by means of the basic motivational model 
(Steers et al. 1996:6). 
Chapter three focused on performance management in the workplace.Basic 
definitions on performance management by DeNise and Pritchard (2006:255) 
and Bacal (1999:10) were discussed. The importance of performance feedback 
was discussed as well as the difference between employee performance and 
organisational performance. The chapter concluded with a short overview of 
customer satisfaction that discussed the difference between customer value 
(Anderson 2003:1) and customer satisfaction (Jamali 2007:374). 
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Chapter four was dedicated to productivity in general. The productivity concept 
as defined by Robbins (2003:79); Strydom (2006:26) and Plenet (2010:5) 
amongst others were discussed. The benefits of productivity for an organisation 
and a country were discussed.  The impact of productivity on the economy  in 
general was discussed and Figure 4.1 explained the productivity framework 
(Productivity SA: Annual report 2010/2011:49). Various productivity theories 
namely McGregor’sTheory X and Y (Robbins 2003:157); the Equity theory of 
Adams (Hellriegel et al. 1999:474); Vroom’s expectancy theory (Robbins 
2003:173)  and the Goal-setting theory  (Nash 1985:24) were discussed. The 
chapter included some productivity measures (OECD 2001:11-13) and 
discussed the influence of productivity on individual as well as organisational 
performance. The chapter concluded by addressing productivity and customer 
satisfaction as defined by Rust et al. (2002:8). 
The modeled motivational factors influencing employee performance in the 
workplace were discussed in chapter five. The independent variables of this 
study namely hygiene factors, attitudes; job satisfaction, self-actualisation, 
rewards, communication and leadership styles were debated. The dependent 
variables namely employee performance, organisational performance and 
customer satisfaction were discussed in detail.  
Chapter six discussed the research methodology that was used for this study. 
Different types of research according to Collins and Hussey (2003:10) were 
reviewed. Various research designs, their uses and types of studies for each 
design were discussed (Wiid & Diggines 2009:57). The research design for this 
study was discussed in depth and the six-step procedure for developing a 
sample frame (Churchill & Iacobucci 2005:323) was implemented for this study. 
The criteria for the evaluation of the measuring instrument were discussed. 
Special emphasis was given to the understanding of reliability (Statsoft 2002:3) 
and Cronbach’s Alpha coefficient (Ryu & Smith-Jackson 2006:44). Various types 
of validity namely construct validity (Mitchell 1985:193), statistical conclusion 
validity (Mitchell 1985:194); discriminant validity (Rudd 2009:2) and external 
validity (Altermatt 2010:1) were discussed. The chapter also explained the 
concept of factor analysis by (Burns & Grove 2005:489) and factor loadings 
(Burns & Grove 2005:490) as it had significant importance in the explanation of 
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the empirical results in chapter seven. The measuring instrument for each of the 
dependent and independent variables were briefly mentioned.  The chapter 
concluded with a composition of the respondents of this study. 
The empirical results of this study were presented in chapter seven. The means 
and standard deviations of the variables, as well as the general sample 
response per category were set out in Table 7.3. The internal reliability of the 
measuring instrument was discussed and Cronbach Alpha values were 
calculated. Values greater than 0.5 were considered sufficient for further 
analysis in this study. Construct validity by means of exploratory factor analysis 
was conducted and values greater than 0.3 were considered substantial and 
values greater than 0.5 were considered as practically significant for this study. 
The results of the Cronbach Alpha values of the latent variables based on the 
comprehensive exploratory factor analysis were presented. Some hypotheses 
statements were subjected to empirical verification and a new empirical model of 
employee performance was structured (See Figure 7.3). Regression analysis 
was done on the influence of motivational dimensions on employee performance 
as well as the impact of motivational dimensions on organisational performance. 
The remainder of the chapter focused on the results of the hypotheses testing. 
8.2  CONCLUSIONS AND RECOMMENDATIONS 
From the literature reviews of this study and the results of the empirical study 
done conclusions and recommendations can be made. 
8.2.1 Motivator factors 
Chapter seven explained that three of the seven items which were expected to 
measure hygiene factors, and three of the six items which were expected to 
measure job satisfaction, loaded in factor one. This indicated that respondents 
viewed these items as measures of a single construct termed motivator factors. 
Respondents viewed the need to be recognised  as individuals, the need to have 
clearly defined goals and strategies in the organisation,to have a path for career 
advancement set out, to be rewarded to the best of his/her abilities, to have a 
clear indication of how rewards and performance relate to each other in the 
organisatio, the employee’s satisfaction with their current position, and clear 
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direction and assistance from management with projects, as the items that 
included motivational factors. 
The results of the question that referred to employees’ need to be recognized, 
confirm Alderfer’s theory of existence, relatedness and growth (ERG) as 
described by Arnolds and Boshoff (2002:698) and Steers et al. (2004:382).  
Alderfer’s ERG theory condensed Maslow’s hierarchy of needs into three types 
of needs namely existence, relatedness and growth. The results of this study 
clearly indicates that employees have existence needs that are similar to 
Maslow’s physiological and safety needs as well as what Alderfer referred to as 
relatedness needs (Arnold & Boshoff 2002:698). Steers et al. (2004:382) 
specifically mentioned Alderfer’s growth needs as needs related to the 
attainment of one’s potential.  Employees’ need for recognition and the need for 
clear communication on goals and strategies of an organisation, relate to the 
need for clear career paths and goals are which are encapsulated in Alderfer’s 
ERG theory. The statement made by Amar (2004:92) that employees are 
influenced by their understanding on how things are done in an organisation as 
well as the proper explanation of policies and procedures, was supported by 
Moodley (2007:35). If this is done inconsistently it could lead to frustration and 
unwillingness to cooperate. Staren’s comment (2009:2) that knowing each staff 
member on an individual basis as one of the positive motivators in an 
organisation is supported by the answers to questions on work conditions in this 
study. 
Smit, Cronje et al. (2007:346) discussed McClelland’s learned needs theory. 
They argued that the need for achievement, affiliation, power and autonomy, to 
have challenging goals set out and to obtain performance feedback as the crux 
of this theory. This study confirms McClelland’s learned needs theory. 
The questions relating tohow goals are set in an organisation and the fact that 
employees require a clear understanding of how goals and performance 
measures are linked in an organisation, confirm claims made by DeNise and 
Pritchard (2006:263) that if an employee’s allocation of effort leads to outcomes 
that result in need satisfaction; the employee will be motivated to continue to act 
in the same way. The norm of reciprocity as discussed by (Salanova 2007:827) 
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and Gneezy and Rustichini (2000:793) is accepted as true considering the 
results of this study. The questions relating to whether employees think they will 
be rewarded farly if they perform their work to the best of their abilities also 
confirm the theory of Lawrie (2008:1) which proposed that incentive pay should 
measure successes over a period of time, and employees have the incentive to 
modify their balanced scorecards as they learn more about what is important as 
targets.  
The path-goal leadership theory (Smith et al. 2007:283) in essence described 
the job of a leader as providing the necessary direction and support to ensure 
that employees are supported in their direction and that goals can be obtained. 
According to the individual items identified in Table 7.8 that respondents 
indicated as influences on the different variables, the following recommendations 
can be made: 
Employers should focus on policies and procedures in the organisation where 
guidelines for each of the above are stipulated. A policy and control manual 
should be compiled and distributed to new employees in their first week as part 
of their induction program. The policies should be updated on an annual basis to 
incorporate changes in the organisation and to indicate to employees that 
management is serious about creating positive relationships between employees 
and employers. Clear career paths should be set out for employees and 
succession planning in organisation needs to be prioritised. 
8.2.2 Hygiene factors 
The following individual items were identified by employees to fall under hygiene 
factors: Good working conditions, stress at the workplace, reasonable amounts 
of work  and having enough information available to do job well. 
Sources of work dissatisfiers or more generally known as hygiene factors 
according to Herzberg (2003:2), namely job content, interpersonal relationships 
between supervisor and subordinates, status and job security are clearly 
identified in the results of this study. Thornton (2010:2) confirmed that 
employees with a high level of job security often perform at higher levels than 
their counterparts that are insecure about their jobs.  Studies by Amar (2004:94) 
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and Kular et al. (2008:8) confirmed the importance of supplying enough 
information to employees in order for them to do their jobs well but to also feel a 
part of the decision making of any organisation.  Chapman (2009c) sated that 
poorly managed organisations don’t understand the importance of addressing 
hygiene needs and the impact that it has on motivation of their employees.  
It is therefore recommended that employers should not just accept that 
employees are satisfied with any work conditions. Small factors such as an 
inappropriate work space or not having an area where employees can enjoy tea 
breaks and lunches can lead to stress of the employees that employers are 
oblivious to as they don’t necessarily share the same circumstances. Employers 
also need to take into account that there needs to be proper job descriptions 
where the amount of work expected from the employee are agreed upon before 
the time with the employee and that the employee has access to all the 
necessary information he or she might need to fulfill their jobs. Often 
organisations have a management information system (MIS) to access any 
relevant information, but employees either do not have access to the system or 
do not have the skills to access the MIS. In small organisations, managers are 
often the only decision makers and keep important information to themselves 
which can lead to stress and unhappiness with employees. 
8.2.3 Management communication 
From Table 7.8, employees indicated the following questions to have an impact 
on management communication: Employees have a need to be kept informed by 
management about business related measures, in general better communication 
between employees and managers are required, employees in general feel that 
management make decisions in organisations that will benefit them and 
business leaders in general respond well to external issues. 
The answers to the questions relating to whether management always keep 
employees adequetly informed about business related issues, affirm claims by 
Smith et al. (2007:364) that managers should spend the best part of their day on 
communicating issues with supervisors, subordinates, peers and others. If that is 
not the case, employees will have a need to be kept informed about decisions in 
general. Staren (2009:2) declared that little actions from management such as a 
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handwritten letter as a token of appreciation carries much weight with 
employees that require various forms of communication in organisations. 
Houkes et al. (2003:432) claimed that employees that have high autonomy, 
receive feedback about their performance and experience feelings of happiness 
at work will perform better than employees of other organisations that don’t 
experience the same.   
The statement relating to employees that in general feel that management make 
decisions in organisations that will benefit them, can be explained by Webb 
(2007:55) and Kark and Van Dijk (2007:504) that proclaimed that subordinates 
of transformational leaders verbalise feelings of admiration, respect, trust and 
appreciation towards these leaders more easily and are generally more 
motivated. 
Lindler (1998:3) stated that all individuals according to Maslow at some stage 
have a sense of belonging and a need for self-actualisation. Many individuals 
require feedback from their managers to fulfill those needs. Northcutt (2009:1) 
commented that performance measurement where managers review and do 
future planning becomes the ideal opportunity for discussion between employee 
and employer regarding the needs of the organisation and the individual. 
In order to increase communication in general in the organisation it is 
recommended thatemployees should feel free to express their views to 
management. Often employees are afraid that negative comments will influence 
their performance appraisals and they refrain from giving their comments. One 
easy way in which management can implement this is by introducing a “chili and 
chocolate” box at work. It operates on the principle of a normal suggestion box in 
the office but employees are encourage to provide “chilies” or negative 
comments as well as “chocolates” positive comments to management. 
Management should then undertake to provide feedback via an internal staff 
newsletter on all “chilies” and “chocolates” received in a specific period. This 
internal staff letter can also be used to convey business related issues as well as 
new initiatives that employees are busy with. By making use of this, 
management increases their visibility and commitment to employees and 
information is more generally available. External communication in an 
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organisation is of vital importance. It is therefore recommended that 
organisations ensure that their websites provide sufficient information to any 
external party and that general information regarding the organisation as well as 
specific information regarding different departments, products or services be 
updated on a regular basis. In many instances the website is the first impression 
a prospective client or employee receives from the organisation. This can lead to 
positive word of mouth if the website is easy to use, contains helpful information 
and a link for any contact with the organisation. 
8.2.4 Leadership skills 
The following items were indicated to have an influence on leadership skills: 
Leaders should be good role models, autocratic leadership is seen as 
management demanding action, managers should have good communication 
skills, employees want to voice their opinions in the workplace and there is a 
high regard for diversity in organisations. 
The results of these questions confirm statements made by Smit et al. 
(2007:275) claiming that performance of any organisation is directly linked to the 
quality of its leadership. Kark and Van Dijk (2007:502) added to this by stating 
that effective leadership should be defined in terms of the leader’s ability to 
motivate followers. Robinson (2004:19) argued that a manager can influence the 
employee’s motivation by developing recognition and reward programs to 
understand the culture and diversity in an organisation. This relates well to the 
results of this study which refer to the value that organisations have for diversity, 
gender and culture differences.  Levinson (1986:13) stressed the importance of 
people in a managerial role to understand how employees are motivated and 
what should be done by a leader to motivate employees. Appelbaum et al. 
1998:295 confirmed this viewpoint by adding that leaders should connect to the 
minds of employees, use simple words that would calm anxiety in the workplace 
and install trust within an organisation.  
Questions in this study that deal with organisational leadership support 
McGregor’s Theory X and Y (Carson 2005:450). According to this theory 
managers in theory X assume that employees attempt to avoid work, lacks 
responsibility and need direction, yet theory Y managers assume that 
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employees generally don’t dislike work, seeks responsibility and have self-
motivation. Often managers that follow theory X can be seen as autocratic 
leaders that are demanding. 
Ogbonna and Harris (2000:786) were convinced that leadership was the major 
determinant to success or failure of an organisation. Jing and Avery (2008:1) 
however could not prove this statement in their study.  
The strong correlation between leadership and employee performance that was 
proofed in this study, highlights the fact that employees in general want to look 
up to managers in an organisation and want to see them as role models. It is 
therefore recommended that managers embrace the concept of diversity in an 
organisation and lead by example. Various diversity workshops are available for 
managers and employees to attend. This commitment would lead employees to 
believe that managers are serious about diversity and their employees and 
share their thoughts and ideas on how diversity can be embraced in their 
organisations. It remains important that employees that aspire to become 
managers in the future be trained by their senior managers either by mentorship 
programs, formal or informal training or on the job training. It is therefore 
suggested that managers of all organisations should study their own leadership 
style in order to understand the positive and negative aspects of their particular 
style and understand how their actions influence their employees. Thus, 
successful organisations seek out good managers with leadership potential to 
develop into leader-managers. 
8.2.5 Employee performance 
Employees indicated that regular performance management reviews (twice 
annually) is important and that performance measures should be fair and 
attainable. 
The fact that employees acknowledge the importance of performance feedback 
strengthens the argument made by Jackman and Strober (2005:30) that claimed 
that organisations will generate higher profit when employees start asking for 
feedback and learn to deal with criticism, moreover, once people begin to 
understand how they are doing relating to the expectations of management, their 
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work becomes better aligned with the organisations goals. London (2003:52) 
commented that in order for employee performance to be successful, ongoing 
meaningful feedback between managers and sub ordinates should occur.  
Jackman and Strober (2005:29) discussed the effectiveness of performance 
appraisals in organisations. They stated that few people like performance 
appraisals as they have fears that they will only receive criticism.  DeNise and 
Pritchard (2006:260) however noted that since 2001, they have found more 
appraisal reactions such as satisfaction, acceptability and motivation.  
Literature in this study proofed the importance of employees wanting to know 
that they are treated fairly and that performance outcomes are attainable remain 
a big part of motivating employees.  
 A positive relationship between employee and organisational performance has 
been proven to be successful in this study. This empirical finding is supported by 
many researchers such as DeNisi and Pritchard (2006), which maintains that the 
system should be structured in such a way that the employee’s efforts can lead 
to outcomes desired by the organisation and which are rewarded by the 
organisation. This will lead to an improvement of the employee’s self-esteem, 
self-efficacy and job satisfaction as the employee sees their efforts can lead to 
desired outcomes in the organisation. Often this results in managers just 
focusing on what they can remember of past occurrences. It is therefore 
recommended that organisations implement employee performance 
management systems that link to organisational performance goals in order to 
be able to critically assess the performance of the employee in relation to the 
broader goals and results of an organisation.Small organisations often use the 
excuse that they employ only a few employees with which they have regular 
contact sessions as the reason for not implementing a formalised performance 
management system. Before any performance management system is 
implemented in any organisation the employees and management should have 
a change management workshop where the employees are briefed to the 
reasons on why a performance management system needs to be implemented. 
The success and failure of formalised performance management systems often 
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relate back to the understanding of the employees of the process and the buy-in 
received from employees and management. 
8.2.6 Organisational performance 
The following items were seen as important by the respondents: The 
understanding of how organisational performance is measured, a clear and well 
defined way of explaining the employee’s contribution to organisational 
performance, organisational productivity should remain at optimal levels and that 
innovation be encouraged throughout the organisation. 
Robbins (2003:35) noted that productivity should be applied to individuals as 
well as to other variables such as machinery, the firm and the industry. Morgan 
(1992:12) suggested that increased productivity is advantageous for the 
employees but also for the organisation. Apart from the advantage of better 
compensation, employees will be more satisfied with their work; they will enjoy 
more job security and would probably receive more fringe benefits.  Lewis 
(2011:1) suggested that the improvement of productivity in an organisation can 
lead to an increase in profitability, lower running costs / operational costs and 
greater gaining of a share of the market.  
McNamara (2010:2) defined organisational performance as the effectiveness of 
the organisation in fulfilling its purpose. The fact that employees wishes to 
understand how the performance of the organisation is measured as well as how 
their contribution affects the greater organisational performance confirms claims 
made by Burke and Litwin (1992:533) that defined employee and organisational 
performance as the outcome of results in an organisation as well as an indicator 
of the effort and achievements of employees within the organisation. Northcutt 
(2009:1) added that organisations that use employee performance models have 
the advantage of refining employee development and encouraging employees 
by helping them to understand how their contributions matter to the success of 
the organisation. 
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DeNisi and Pritchard (2006:263) suggested that a performance management 
system should be structured so that an employee’s efforts leads to outcomes 
desired by the organisation are rewarded by the organisation.  
Question four under organisational performance deals with the encouragement 
of innovation in an organisation. This issue was addressed by Fontannez and 
Oosthuizen (2007:11) when they discussed the aim of the triple bottom-line 
concepts as measurement of performance of organisation. The BSC according 
to Kaplan and Norton (2000:13) looked at organisation performance through the 
integration of four perspectives of the business. The third perspective they 
discussed was specifically aimed at innovation and learning perspective 
including revenue from new sources, number of employee suggestions and 
revenue per employee.  
It is recommended that management includes a policy regarding the 
measurement of organisational performance toform part of the policy and 
procedure guidelines to employees. When financial results are released, 
management should spend time with employees, by means of a short meeting 
and power-point presentation, where they explain how the performance of the 
organisation was measured as well as the impact of the contribution of each 
employee or department in the organisation. This in return will enhance 
communication in the organisation and encourage employees to deliver the best 
results they can. Management should also use the staff newsletter to discuss 
innovation in the organisation and praise employees that walk the extra mile. 
8.4   LIMITATIONS OF THE STUDY 
The relative small sample size used by the researcher could have an influence 
on the perceptions of respondents. The fact that one small, one medium and 
one large organisation were used could potentially have influenced the outcome 
of the different variables and the relationships between them. The fact that 
respondents did not cluster questions pertaining specific variables together was 
a problem as it influenced the validity of the study. Not all the dependent 
variables loaded in the correct variables, which meant that self-actualisation and 
rewards fell out of the set of analysis, making it impossible to proof the original 
hypothesis statements. 
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 8.5  FURTHER RESEARCH  
Although the study proofed some important relationships between various 
dependent and independent variables, this study did not provide for 
comparisons between small, medium and large organisations and their different 
views on motivational factors and their influence on employee and organisational 
performance. Further analysis of the questionnaires can be done to do this 
comparative analysis. 
This study supports many other studies done regarding motivational factors that 
influence employee and organisational performance. Very little literature could 
be found that supports the relationship between motivational factors and 
customer satisfaction. There seems to be room for some additional studies in 
this regard.  
The relationship between leadership style and employee performance has been 
studied on numerous occasions. The concern relating to these studies seem to 
be that researchers comment in general on leadership styles and do not specify 
the impact of a specific leadership style on employee performance. The fact that 
this study indicated a strongrelationshipbetween leadership and employee 
performance, as well as organisational performance, indicates the importance of 
leadership in any organisation. Future studies regarding the impact of specific 
leadership styles on employee and organisational performance should be 
undertaken. 
The relationship between motivational factors and customer satisfaction should 
however be investigated further. There seems to be different views in the 
literature on whether customer satisfaction surveys (or other measurements) 
should be used to support this relationship. The compilation of customer 
satisfaction surveys should be researched as well as whether there could be a 
generic customer satisfaction survey that could be used across different study 
fields. The different criteria used in customer satisfaction surveys complicate 
comparisons of studies in this regard. 
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Annexure 1 
     
   
 
 
Dear Sir/Mam 
 
I am currently doing my Magister Commerccii degree in business management 
through the Nelson Mandela Metropolitan University.  The topic of my study is: 
The influence of motivational factors on corporate performance and customer 
satisfaction. 
Could you please complete the attached questionnaire. Please indicate your 
response by circling the correct number at each question. The questionnaire 
should not take up more that fifteen minutes of your time. 
Thank you for your assistance. 
 
Kind Regards 
 
Adéle Potgieter 
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SECTION A: 
 
PLEASE INDICATE YOUR RESPONSE BY CIRCLING THE APPROPRIATE 
NUMBER  
(1= Strongly disagree; 2= Disagree; 3= Neutral; 4= Agree; 5= Strongly agree) 
  
St
ro
ng
ly
 
di
sa
gr
ee
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ag
re
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eu
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l 
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 In my organisationthe working conditions are good. 1 2 3 4 5 
 The environment created in my workplace contributes positively 
to my ability to do my job. 
1 2 3 4 5 
 Employees are recognised as individuals in organisation. 1 2 3 4 5 
 My organisation clearly communicates its goals and strategies to 
me. 
1 2 3 4 5 
 I have a clear path for career advancement in my organisation. 1 2 3 4 5 
 My organisation provides me with job security.  1 2 3 4 5 
 I have access to my organisation’s sponsored training and 
seminars. 
1 2 3 4 5 
 The amount of work I am expected to do in my job is reasonable. 1 2 3 4 5 
 I have enough information relating to my job content to carry 
out my tasks. 
1 2 3 4 5 
 Diversity perspectives with regard to gender and culture are 
valued in my organization 
1 2 3 4 5 
 If I do a job to the best of my abilities, I will be rewarded in my 
organisation. 
1 2 3 4 5 
 There is a clear relationship between rewards and performance 
in my organisation. 
1 2 3 4 5 
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 Overall, I am satisfied with my position in my organisation.  1 2 3 4 5 
 In general, it is more important to understand my inner self than 
to be famous, powerful or wealthy. 
1 2 3 4 5 
 Financial security is very important for me.  1 2 3 4 5 
 My social status is an important part of my life. 1 2 3 4 5 
 I enjoy receiving feedback on a job well done. 1 2 3 4 5 
 I do not rely on other people to motivate me in my job. 1 2 3 4 5 
 I always meet my target quotas and goals in my job. 1 2 3 4 5 
 The overall quality of service that I provide, according to me, is 
good.   
1 2 3 4 5 
 My organisation is always flexible with regard to my family 
responsibilities. 
1 2 3 4 5 
 My organisation allows me to work flexible hours. 1 2 3 4 5 
 I am rewarded through ways other than money when I do well in 
my job. 
1 2 3 4 5 
 To be recognised and praised for a job well done is more 
important than being given financial incentive in my 
organisation. 
1 2 3 4 5 
 In order to advance in my career, I need to improve my 
academic qualifications. 
1 2 3 4 5 
 Management always keep me adequately informed about 
business related matters. 
1 2 3 4 5 
 I have enough information on policies and procedures of my 
organisation’s operations. 
1 2 3 4 5 
 My supervisor has good communication skills in my 
organisation. 
1 2 3 4 5 
 I am allowed to share my opinions in my organisation. 1 2 3 4 5 
 There is a need for better communication among employees in 
general in my organisation. 
1 2 3 4 5 
 Business leaders have made changes in my organisation that 
satisfies me. 
1 2 3 4 5 
 Business leaders respond well to internal issues in my 
organisation. 
1 2 3 4 5 
 Business leaders respond well to external issues in my 
organisation. 
1 2 3 4 5 
 The leaders in my organisation are good role models. 1 2 3 4 5 
 My direct line manager has an autocratic leadership style which 
demands action in my job. 
1 2 3 4 5 
 In my organisation there is a performance management system 
in place. 
1 2 3 4 5 
 The performance management system in my organisation states 
what is expected from each of the employees. 
1 2 3 4 5 
 Performance management reviews are held twice a year in my 
organisation. 
1 2 3 4 5 
 Performance management measures are fair and attainable in 
my organisation. 
1 2 3 4 5 
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 I understand how organisational performance is measured in my 
organisation. 
1 2 3 4 5 
 My contribution to overall corporate performance is clear and 
well defined in my organisation. 
1 2 3 4 5 
 Productivity in my organisation is at its maximum levels.  1 2 3 4 5 
 My organisation encourages innovation from me and my co-
workers. 
1 2 3 4 5 
 I feel I have the knowledge to assist with client-related queries 
in my organisation. 
1 2 3 4 5 
 My customers are loyal to my organisation. 1 2 3 4 5 
 MY customers will go somewhere else when my organisation 
publishes negative results. 
1 2 3 4 5 
 Customer queries are dealt with as a matter of urgency by all 
staff in my organisation. 
1 2 3 4 5 
 I believe that my organisation is providing the best customer 
care possible. 
1 2 3 4 5 
 In my organisation I work in a Department where I don’t deal 
with customers face to face. 
1 2 3 4 5 
 
 
 
 
SECTION B – BIOGRAPHICAL DETAILS: 
PLEASE INDICATE YOUR RESPONSE BY TICKING THE APPROPRIATE 
OPTION. 
 
1. PLEASE INDICATE YOUR GENDER: 
Male  Female  
 
2. PLEASE INDICATE YOUR RACE: 
Black  Coloured  other  
 
3. PLEASE INDICATE SIZE OF BUSINESS : 
 
 
KINDLY ENSURE THAT YOU HAVE ANSWERED ALL THE QUESTIONS. 
THANK YOU FOR YOUR CO-OPERATION. 
Small  Medium  Large  
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